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CHAPTER I 


INTRODUCTION 


Sub ject end Approach 

In recent years, the Department of Defense has been 
increasingly concerned over the efficient utilization of 
assigned resources. Much time and effort has been devoted 
to devising an accounting system which will identify, measure, 
and provide a means to control the cost of operating an 
activity in terms of total resources consumed or applied. 
The latest product of the time and effort directed to this 
area is Project PRIME. Project PRIME is the abbreviation 
for "Priority Management Effort" and is used to illustrate 
the emphasis on management information in the accounting 
system implemented in the Department of Defense on 1 July 
1968, Project PRIME is the first phase of the broader 
Resource Management Systems (RMS); however, for the purpose 
of this study, the term RMS and Project PRIME will be used 
interchangeably in reference to the new system. The case 
in point, discussed at length in this study, is that any 
system can only be successful if the accounting activities 
understand the procedures and have the capabilities for 
producing the desired results. A problem of methodology 


does exist in carrying out the accounting function in the 
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Navy and the Authorization Accounting Activity (AAA) is at 
the core of this problem. The purpose of this study is to 
determine the role of the Navy AAA in accountinz for end- 
use funds and to identify problems experienced in fulfilling 
mis role. 

The approach of this study is to first identify 
conditions as they are today. Chapter II will discuss the 
criteria for designating an AAA, the organization of the 
total Navy accounting structure, the internal organization 
of the AAA, the promulgation of operating procedure, 32. 
sumnary of the reports submitted by the AAA, and, finally: 
will identify problems found in the present system. Cheapters 
IIIt, IV, and V will discuss these problems as they relate to 
organization, procedures, and reports, respectively. 

Chapter VI will discuss other problems not listed previously 
and Chapter VII will summarize the study and list conclusions 
reached. Appendix I is the questionnaire sent to fifty 

AAA's and Appendix II summarizes the results of the response 


to the questionnaire. 


Research Questions 


This study is expected to provide answers to the 
following questions: 
1. What are the functions of the AAA? 
2. Do AAA's have adequate resources (ADP Equipment and 
Personnel) to carry out their assigned function? 


3. Do AAA'S receive sufficient guidance on standard 
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p 
procedures to be utilized and assistance in implementing 
these procedures? 

4, Does the performance of the AAA suffer because the 
present organizational structuro doesa not provide consatistont 
top level support? 

5. Are the AAA's responsive to the changing needs of 


headquarters and field level managers? 


scope and Organization of This Study 


The title describes the scope of this study. The 
AAA accounts for only those funds allotted to field activ~ 
ities of the shore establishment by their headquarters 
command, office or bureau for the purpose of carrying out 
their assigned mission. The main source of these funds is 
the annual Operations and Maintenance Navy (O&MN) sappropri- 
ation, The scope does not include fleet activities, Marine 
Corps Activities, or activities performing the accounting 
at the departmental level. 

This study is organized around the operations of 
the AAA, Problems outside the scope described are discussed 
from time to time; however, this discussion is intended to 
be primsrily on the areas which have an effect on the oper- 
ation of the AAA, The intent of this study is to express 
the view point of personnel at the field level as determined 


by the responses to the questionnaire. 


Questionnesire 


The questionnaire contained in Appendix I was sent 





ly 
to 50 AAA's which perform the end-use sccountine for 796 
field activities. All activities requested to comolete 
the questionnaire have 5 or more customer activit.2s. Tne 
50 AAA's selected represent 25.5 per cent of the “otal number 
of AAA's; however, their 798 customers represen» 76.5 
per cent of all customer field activities, The *silowinz 


chert better conveys this point: 


CHART 1-1 
Number of Per Cent Numver of rer Cent 
AAA's Customers 
50-over 1 6 62 oa 
Lo-lg Ly 2.0 163 ite se 
30 = 39 3 hae ene Gc? 
20-29 6 Be0 ie 12 
10-19 14 ao OS hee 
under 10 168 com) 387 Sn 
TOTAL 196 100.0 1043 100.9 


Replies were received from 35 or 70 per cent of the 
activities requested to complete the questionnaire. The 
35 activities responding represent 17.9 per cent of the totel 
number of AAA's and perform the accounting for 583 customer 
field sctivities which represent 55.8 per cent of the total 


customer field activities. 
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AUTHORIZATION ACCOUNTING ACTIVITIES TODAY 


Beckeround Information 

There are 196 AAA's designated to perform the 
officiel end-use accounting for 1,043 customer shore -ctiv- 
ities.1 This number lave tv TOMmmrIne LOmcline LOr DOU. 
AAA's and customer activities due to commissionin.., decom- 
missioning and consolidation of activities, The concevt is 
to consolidate the function to the maximum degree within en 
area populated by a number of Naval activities. The con- 
solidation eliminates the need for e2ch command to have its 
own accounting staff. The accounting services provided 
mrolmeaee Tun TresouRce, Diane Tacilities, stores, cost, and 
Payroll accounting. The accounting function will normslly 
be performed by a logistic support command such as a Naval 
meeuion, Naval Air Station, or Supply Center which is in 
EHOse proximity to the supported activity. It is also 
desirable to have an accounting activity capable of per- 
forming all accounting functions required; to be manared 
by the same headquarters command, bureau, or office as the 
supported command; and, that both commands be under the 
Same area coordinator, 

1U. S,. Department of the Navy, Office of the 


Comptroller, Navy Comptroller Manual, Volume II, pp. 
5-193 = 5-241, 
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There are exceptions to these rules: the most 
noticeable of which are activities managed by the Bureau 
of Medicine and Surgery (BUMED). BUMED is required to re- 
port to the Bureau of the Budget under an accounting system 
used ey all Federal hospitals. This system is not completely 
compatible with the system used in the Department of Defense. 
For this reason, BUMED activities perform their own account- 
ing; however, they are still required to meet all require- 
ments established by the Comptroller of the Navy (NAVCOMPT). 
Shipyards, Ammunition Depots, and Public Works Centers also 
perform their own accounting because they operate under the 
Navy Industrial Fund. The Navy Industrial Fund is a revol- 
ving fund which again utilizes a system different than 
field activities operating on annual budgets allocated from 


the yearly operations and maintenance appropriation. 


Organization 


system orgenization 
The Comptroller of the Navy has the following 


responsibilities: 


The mission of the Comptroller of the Navy is to 
formulate principles and policies and prescribe pro- 
c-iuecouahdmcystems Which witleexererse effective 
control over the financial operations of the Depart- 
ment of the Navy through the application of sound 
accounting principles and progressive modernization 
of the programming, budgeting, accounting, progress 
and statistical reporting and auditing practices of 
the Department of the Navy.2 


The Comptroller of the Navy (NAVCOMPT) promulgates 


2U, S. Department of the Navy, Office of the 
Comptroller, Navy Comptroller Manual, Volume I, pp. 1-3. 
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different headquarters commands naive management respon- 
Pail >y Over one or more Sof '*s. Me vCO Pl acts in a staff 
capacity setting policy and procedures to be followed and 
EwesOuectoees a@ technical acvisor,  Clisrv 2-1 lists the najez 
commands, the number of AAA's under their monsgement suthor- 
meena tne total number of cusvomer field ectivities for 
wnich their managed AAA's perform the accountine. 

The Assistant Secretary of the Navy for Finenciel 
Menagement is also desisnated as the NMAVCOLMPT., “is position 
in the Department of the Navy organization is illustrated 
maechnart 2-2. “Ihe internal organization of NAVCC_LPT is 
miaustrated in Chart 2-3. 

NAVCOMPT has manesrement eutnority over twenty-seven 
field activities. These field activities include two “avy 
Finence Centers, seven Navy tevional Finance Centers, and 
twelve Navy Finance Offices which are managed by tne 


Assistant Comptroller for Financial Management. Although 





CHART 2-1 


HEADQUARTERS COMMANDS, BUREAUS, OR OFFICES (MAJOR COMMANDS) 
WITH MANAGEMENT AUTHORITY OVER 
AUTHORIZATION ACCOUNTING ACTIVITIES (AAA's) 


MAJOR COMMANDS NUMBER OF AAA'ts TOTAL NUMBER OF 
MANAG ED CUSTOMERS ASSIGNED 
Oe s 
CNO 3 59 
SeONCLANTFLT 19 138 
SUNCPACFLIT 23 1LZ 
CINCUSNAVEUR 3 
CNATRA 13 56 
CHIEF NAVAL RESEARCH 2 z 
CNW a i 25 
NAVAIRSYSCOM 6 16 
NAVELECSYSCOM 1 5 
NA VFA CENG COM 22 34 
NA VORDSYSCOM 16 Zi 
NAVSHIPSYSCOM 9 52 
NAVSUPSYSCOM 10 330 
BUPZRS 5 58 
BUI ED 32 38 
NAVCOMMCOM 7 a7. 
NAVCOMPT a Z 
MSTS S 18 
OCEANAV i 3 
MAG /MISSIONS ie by 
ROTA T, 196 1043 
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these field activities perform many functions, the primary 
responsibilities are to disburse public funds and to con- 
solidate financiel reports for submission to higher suthority. 
The Auditor General manages six Naval Area Sudit Offices 
Which perform the internal eudit function for the Navy. 
internal Orgenization of Authorization 
Accounting Activities 
The Comptroller of the Navy has established guide 
Hines Por tre internal orseanization for designated accounting 
activities.’ In general, the organization is divided into 
fvViSlLOns,sorencnes, and sections eccormdins Co tre functions 
performed. For example, the Accounting Division is normally 
organized into four branches: (1) Timekeeping, (2) Payroll, 
(3) Cost and Reports and (4) Inventory Accounting. 
Organizations will vary due to the size of the oper- 
ation and the number of functions performed. This thesis 
will encompass mainly the functions of the Cost and Reports 
Dranch which include: 
if ligintain records or ichawees onessered bls. co 
Bp0rOPrilatLlons. 
Zeaeauecincain eid off leva funae resource Ledrers 
and records, inclucine those for accounts receiveable, 
commitments, obligations, and expenditures. 
Ce oinvein Cost records. 
4, Prepare required reports. 


5. Maintain internal controls to,insure sccuracy 
of records and propriety of changes.” 


Operating Procedures 
The Comptroller of the Navy is responsible for 


3Ibid., p. 2-92. SIpid., p. 2-93. 
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establishing end promulgating operating procedures. These 
procedures are promulgated through NAVCOMPT msnusls, NAVCOMPT 
Instructions and Notices, and through NAVCOMPT rulings. The 


NAVCOMPT manuals are es follows} 


Volume Description 
is Comptrollership Organization and Responsibilities. 
ie hocounpine Classipvicarron, 


Eid. Appropriation, Cost, and Property Accounting (Field). 


Lye Disbursing. 

Ve (not used). 

Vale Appropriation Control Procedures. 
VATA = Budgeting. 


pal. Operating Forces Funding and Accounting. 
i Suavistical and Progresewrepercine. 
vine Contract and Special Financing. 


Manuals are updated through changes which ere published ss 
needed. The change process is time consuming and hes proven 
inadequate when time is a factor. In such cases, instruc- 
tions and notices are used. These are letter type directives 
distributed to the same activities holding manusais. Instruc- 
tions snd notices are normally only effective until the 
change can be incorporated in the manual. This method is 
mwee WSead fOr procedures for pilot projects. Under Chis 
ercuavlon, changes are not ineorporated in the manuals until 
the new procedures have been tested. 

Fa jor changes to the system, such as the new He- 
sources Management System, have been promulgated in paper- 
back manuals. Again this will be temporary: the new system 
will be incorporated in a manuel efter it has settled down 
and the procedures heave proved to ve workable. 

The NAVCOMPT manual list required reports, records, 


and required checks and balances to be a part of the system. 





an 
tiowever, they do not specify a detailed methodolory whicn 
is to be installed at each activity, The methodolory 
differs rreatly between AA's partly due to the rence of 
data processing equipment installed. The desirnnted 
accounting activities ranse from beins completely mech- 
anized to being completely manual. The manucls help in 


petvii. vp a nonmechanized system bur do iittle to assist 


) 


wW 


in 2 mechanized syster, NAVCOMPT does not do any centr 


“J 


1- 
ized programmins; however, each mechanized system devised 
by a field activity must be approved by NAVCOMPT before it 
can be installed. 

Some headquarters commands heave estabdlished centrel 
programming facilities for their manseed field sctivities 
in which prosramming tne finencial effort has been included. 
The Naval Supply Systems Conmend has been the leeder in this 
endeavor and presently has all eight of its supply centers 
Sees Central program. 

Accounting activities sre encourezed to reauest 
rulings from NAVCOMPT on procedures which are mGen ese. or 
for questions which srise that do not seem to be covered in 
TeVCOMPT directives. 

Headquarters commends can issue zdditionel dircc- 
tives over and ebove those published by TM.VCOMPT. hese 
@irectives are usually instructions whict require sdditional 
mepertvs, snorter rcporting time fremes, or more detail on 2 
required report. They cen not alter or conflict with 


NAVCOMPT directives unless approved by NAVCOMPT, 
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Reports 


Reports are submitted by the accounting sactivities 
for each customer in accordance with NAVCOMPT and other 
headquarters commands directives. Reports can best be 
classified as either financial reports or management re- 
ports. The following explains each type of report: 

Financial reports 

Financial reports sre designed to inform 211 levels 
of management of the present status of funds issued. Finan- 
cial reports differ depending on the source of the funds. 
Funds issued under the O&MN appropriation ere under the new 
Resource Management System (RMS). The primary finencial 
report for these funds is the Expense Operating Budget 
Financial Report (NAVCOMPT Form 2170). This report contains 
a trial balance as of the last day of each month and is 
submitted to the appropriste departmental accounting activ- 
ity on or before the thirteenth of the following month. 
NAVCOMPT Form 2170 answers the question heard most, "how 
much money is left?" This report also requires a break out 
giving more detail on certain specified general ledger 
accounts. ‘The report contains five different sections and 
is basically a comparison of the current month's trial 
balance with the prior month trial balance, showing the 
amount of change in each account. 

In addition, a Functional Category Expense Element 


Report is submitted with NAVCOMPT Form 2170. This report 
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Lists the monthly accrued expenses by function and type of 
expense. It is designed to summerize who spent tne funds 
(functional); for what (type of expense); and, is on san 
accrued masis. 

For activities receiving an allotment under an 
appropriation other than the O&MN appropriation, the finsan- 
cial status is reported monthly on the Status of Funds 
Authorization Report (NAVCOMPT Form 2025). This report 
lists funds authorized, committed, obligated, and expended 
by budget project (budget project denotes or sepsrates 
funds for specific purposes). This report lists current 
month and year to date figures for each headinz. 

The AAA must submit a Reconciliation Report (NAVCOMPT 
Form 2036) for each allotment or operating budzet (nev name 
for allotment under the RMS) accounted for. This report is 
designed to reduce undistributed expenses. It reconciles 
emounts expended by various finsnce offices, disbursinse 
offices, or other finance sctivities with the -mounts re- 
ported as expended on individual sllotment or operating 
budget records. It is a check and balance report to insure 
811 expenditures are properly charseed to the correct ectiv- 
Uy 

Copies of all financial reports, except for the 
NAVCOMPT Form 2036, are provided to the customer activity 
and to the headquarters command issuing the funds. All 
financial reports are submitted to higher authority as 


dlenoted in Chart 2-4, 








CHART 2-/4 
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Manarement reports 
Management reports are designed to inform 321i 
levels of management of how funds have been spent. These 
reports are most commonly us@d for jud@inzs performance of 
the activity that issued the funds. HS requires 2n Over- 
ating Budget Report (NAVCOMPT [Form 2168). ‘This report lists 
expenses in the same format ¢s required for »hudctet sub- 
rissions; thus, making a comparison between budgeted -nd 
actual expenses possible down to the lowest level of «n 
Berenization., This report is completed in detril down to 
wne SUO-cOSt center level and, in summary, to the cost center 
bevel, 2G was designed as = toolezor the field activity; 


q 


however, most hesdqusrters commands have requested copies 
mOomessSist them in the manszgencntworethiecir field activities. 
This report is completed monthly by the fifteentn of the 
month following the revorted month. 

The Performence Statement (NAVCOMPT Form 2169) is 
probably the most useful report availeble at 211 levels. 
This report, like NAVCOMPT Form 2168, is preosred in detail 
and in summary. It shows the per cent of the ennusl budget 
the command expected to spend at the time of the report, and 
the per cent of the annual budget ectuslly expended -t that 
point of time. This provides manazers a quick comparison 
end is 4 great assist for the management by exception 
approach. 

Four other specialized management reports are sub-~ 


mitted on field activities meeting the specifications for 





ne 
suvmission. They are as follows: 
1. Family Housings ond Maintenance Cost Eeport (NAVCO!PT 
Form 2100). 
2. The Transpertation Operations and Madinteancncé Cont 
Report (NAVCOMPT Form 2122). 


See Utilities Cost Analysis Report (NAVCO] PT Form 2le@z). 


4, Maintenance Cost Analysis Report (NAVCOMPT Form 2150). 


These reports are submitted to the Naval Facilities Engineer- 
ing Commend Headquarters. They require detailed cost figures 
for smounts spent on Navy owned or leased facilities end 


equipment. 
Problems With The Present Structure 


The fact that there are problems with the present 
structure have been brought to lischt from at lesst three 
different sources: (1) = report on the Navy Finencisl 
Mansazement System dated January 13, 1969, prepsred for the 
Assistent Secretary of the Navy for Financisl Manezement by 
Feat, Marwick, Livingston and Company: (2) review of the 
Navy Accounting System, Report Number I00048 deted Msy 3, 
1968, prepered for the Deputy Comptroller of the Navy by 
the Naval Audit Service; and, (3) replies from the question- 
naires received from field personnel employed at the Navy 
AAAts, The problems will merely be identified to their 
source in this chapter. The problers will be discussed in 
detail in Chapter III, IV, and V. 


Peat, Marwick, Livineston and Company 
(PML) Report 


The scope of the study completed by Pert, Marwick, 
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my eo oad COM psly enCOnmpasccs Ye envire o20 Finehcois) 
.enasement oystem and is; therefore, mucn brosde~ than the 
MOUCTOR CilS emesis. However, tne wenorl Gid To.uch on” 
preblems which have an effect on the AAn's. It pointed out 
the relationship between NAVCOMPT and other mejor Tavy 
Se sil ZaAcLions, Ine Malin polne Vetmearnal raAjor “levy coe~en- 
izations have been autonomous with respect to aesisn ena 


implementation of financial management and eccountins sys- 


tems. This report states: 


Implementation of Naevy-tide systems under the szon- 
fore Veer or the Comptroller Vemumequenliy successt 11iy 
compromised by major responsible orsanizrtions thet 
fesl these systems represent a threet to their mene ce- 
ment autonomy. As a result, the "avy Comptroller c.0es 


not and ¢€an not overate With the dezree of autnorii 
commonly associated with the counterpert position on 
InNadUVstrywecorpOracle "COnUrol en. 
This success in compromising the system mesns AAA's must 
make reports which satisfy NAVCOMPT requirements plus those 
whicn some major orgenizations have changed. in short, the 
system is no longer a standardized system. 
inother problem listed by Peat, Marwick, Livingston 
and Compeny is one of resources. his report states: 
The Navy COMpULrOller Oreenvaulons Ickes Ene re-— 
BOurces GO implhemenbrecurren wee nd ete systers 
development within a reasonable time freme. This 


ee Geficiency iS in terms of both quantity and 
SietilS:. 





5Peat, Marwick, Livingston and Company, "Contract 

pats Conclusions and Recommendations for Navy linencial 

anasement Systems Development," Washinston, D.C., Januery 
13, 1969, De Ze 
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The context of this statement was the need for systems 
specialist required to develop the total Financial Manage- 
ment System. Although it is taking this statement somewhat 
out of context, this lack of resources also presents a pro- 
blem in developing systems for the AAA, 

Peat, Marwick, Livingston and Company also point 
out a fallacy in the narrow approach used in solving problems 
found in the system. The point here is that the system is 
too often analyzed as an isolated entity which can and has 
led to a network of patch elements instead of an integrated 
System. 

Navy Audit Service Report 

Expressed in one sentence, the Naval Audit Service 

Report states: 


The Navy accounting system is unnecessarily complex 
and fails to provide date needed by management. 


The causes for this dilemma are: 


1. The diversity of documents used for various 
bvypes Or erensoaccions. 

2e tlhe multitude of codes used to sccommodate 
and report data. 

Sues 6ae lack Of UNniToOrmitvy in numbering and codine, 

4, The voluminous revorting requirements. 

5. Much of official accounting is performed by 
2CuLviwlLesennOse PRamary TUNCEroms is not accounting. 

a. Accounting does not receive the resources 

Or aucention Ehesprimary Lunct1on does, 

6. The accounting system is felt by some people 
in the field to be for higher levels of authority. 
tpedts not ugeful ; therefore, activities design their 
own system. 


inl Se Department of the Navy, Office of the Comp- 
troller, Review of the Navy Accounting System, Report Number 
L00048, May 3, 1968, De 3e 


Stpia, 
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Problers reported by field personnel 

Tne problems listed by accountings personiui respond- 
inz to the questionnvire were consistent. The nv er cre 
problem listed by 85 per cent of the activities replyin- 
was shortage of personnel. The primary cause was Listed 
as the implementation of EMS without an increase in personnel. 

The next problem was the need for additiossl dsta 
processing capability. Of the activities with some crrvs- 
bility available to them, 85 per cent thought more work 
should be mechanized. The tisgest problem preventing tnis 
was a lack of people to design sand program additionsl work 
for mechanized processing. 

Another problem experienced by the majority of 
activities returning the questionnaire was the need for 
more standerdization of procedures end reports. ‘ne need 
for more stendardization was expressed by 75 per cent of 
the activities. 

Other problems listed were: 

1. Complexity of manuals and directives and the 

need for consolidation and simplification. 

2. the need for more assistance in developing 

local systems and procedures. 

3. Report due dates do not allow sufficient time 

hor preparation. 

4, Assistence needed in training military end 


eLnvi-an personnel, 


5. Implementation dates are too short for new 


programs. 
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6. Lack of command interest, support, and under- 
Suanai ie. 
The remsinder of this project will be devoted to 
addressing the problems mentioned by the three sources, 
gdiscussing various alternative solutions to the problens, 


and recommending actions to be initiated. 


oummery 


The purpose of Chapter II has been to provide the 
reader with a background on the structure 2nd the problems 
of the Navy Accounting System. The main points to be remenr- 
bered are that only those activities desirnated verform 
officiel accounting. These activities are norm-llyv logistic 
or support type commands which provide their custorers other 
services besides accounting. The AAA is managed by the head- 
Guarters commend which is responsible for the primery function 
performed by the AAA in the eres in which it is located end 
NAVCOMPT is responsible for the accounting syster end promul- 
gates procedures to be followed and reports to be submitted 


through the Navy directive system. 





CHAPTER Iil 
DISCUSSION OF ORGANIZATION PROBLEMS 


Generel 


Organization problems concerning the AAA sre more 
external than internal. The functional orgsnization used 
internally sppears to be sound and could not be identified 
as 2° cause of any of the problems listed in the previous 
Chepter. The problems which can be identified as organi- 
zational are the relstionships between NAVCOMPT, the Hesd- 
quarters Commands, Bureaus or Offices (Mejor Comrsands), end 
the AAA's, 

NAVCOMP I" = polut rom 

The main problems with the present orgsnizstion, 
according to NAVCOMPT, is that the AAA's sre not given 
mEOper Support to carry out their responsibility. Accounting 
is looked on as a secondary role by both the commend in which 
the eccounting is performed and its maneger. NAVCOMPT's 
answer to this problem is Project SNAP. SNAP is the buzz 
word standing for Standard Navy Accounting Procedures. The 
objective of Project SNAP is to centralize, under NAVCOMPT, 
accounting functions not organic to other missions. Under 
tits system, the accounting function would be removed from 


activities presently designated as an AAA and plsced under 


au 
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a NAVCOMPT activity elready in existence, or > new command 
established for thet purpose. 


NAVCOMPT lists the followings as benefits which would 


be derived from Project SNAv: (1) accounting would be 
standardized; (2) accounting would be more centrslized; 


(3) accounting would receive more commend support beczuse 
it is the primary function of the command; (4) MAVCOLPT 
would have more control over the system which would make it 
easier to initiste changes to the present system or to im- 
plement a new system; end, (5) more efficient utilization 
of ADP, Project SNAP does not envision the transfer of 
Svores 2cCOUMNGING, STOCK UNGesecommring Or, industriel 
funda sccountins. 

Project SNAP is one alternative solution to the 
problem of NAVCOMPT's reluctance to infringe on the mejor 
commends authority over the mits ibivewis the oigsest 
problem facing the system as brought out by revorts of Fest, 
Marwick, Livingston and Compsny and the Naval Audit Service. 
[ee is the cause for not. having stendard procedures and 
reports plus many other of the problems listed in Chepter 
ii, The question now is: is this the only alternative sand 
MmienOt, 2S it the best one? 

NAVCOMPT's approach to implementing SNAP was to pick 
“aeatres te run @ pilot project. WNorrolk wes the first 
choice, so the Navsl Supply Center (NSC) Norfolk wes cp- 
Ppreoachnedeter information on the size .of their sccountin; 
operation. NSC Norfolk notified the Naval Supply Systems 


Command, the headquarters commend having management 
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responsibility over NSC, who made 2 rebuttal of the idea 
through his boss, the Chief of Naval Materiel. This rebuttel 
stated that the NSC already had the existing organization, 
steff, and ADP capability. The Center's ADP equipment is 
programmed centrally and the accounting package is integrated 
into their total system. This would meen that the NAVCOMPT 
activity would require additional ADP equipment. The reply 
also stated that the present trend toward including manage- 
ment and performance data in the same reporting framework 
is more resdily accommodated in an organization not solely 
concerned with accounting. The eight Naval Supply Centers 
menaged by NAVSUP do the accounting for more then 25 per 
cent of all field activities and has proven to be the most 
aggressive major command managing AAA's, They sre the only 
major command which has completely integrated the accountings 
system into the total logistic system with central program- 
ming. The argument of insufficient support does not apply 
to NAVSUP managed supply centers. Based on this reply, 
NAVCOMPT abandoned the idea of picking Norfolk as a pilot 
Site and presently has plans to make Great Lakes the test 
Site. 

This confrontation between NAVCOMPT and the Naval 
Supply Systems Command again ended with NAVCOMPT backing 
down. The arguments in this case were vslid and raised the 
question of the feasibility of Project SNAP. 

lf NAVCOMPT has been unsuccessful in pushing a 
standard systems through the autonomous major commands, who 


would believe these same commands would agree to giving up 
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the accounting function performed by desiensted activities 
town Chei~ecommeand SULnOrity. “els sccountinse an end in 
hese, OrPers yee Siup0Orp imme lt lom or OLNeYr press? “it is 
predictseble that the major commands believe the latter. 
Project SNAP would also be expensive to implement. Ag 
ERoUGchUEUvOG  limm@eeoy NSC Norfoligmeaecountine is not the only 
function processed on ADP equipment *t those 4ai's which are 
automated. Therefore, if the accounting function were re- 
moved, additional ADP equipment would be required for the 
NAVCOMPT activity assuming the function. Besed on the ques- 
vionneires, the majority of replies which did not believe 
they were receiving command support was predicsted on 2 
shortage of people. This shortage of people is contributed 
to two factors: (1) austere funding climate resulting from 
the Vietnam wer and (2) implementation of Project PRIME, 
Project PRIME was approved under the congression=1 restreint 
that the services could not hire additional people to imvle- 
ment the system. If all tne fects were known, field monesgers 
ia OtnNer functional sreas including the ™ primary function a& 
commands designated as accounting activities consider them- 
selves just as short handed. Therefore, AAA's would be 
just as short hended if they were aes by NAVCOMPT. 

Project SNAP also violates one important criteria 
mer the Gesignation of an AAA. The criteria is that = 
designated activity should perform ell types of accounting 
functions, which includes stores sccounting. This criteria 
has merit. It allows for 2 more interreted locel system; 


Mmieresysnes requisition anput to the supplying activity cen 
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also generate the financial detail card to be used as the 
input for the accounting transaction. This type of single 
source input to both the supply and finencial system reduces 
the chances of the document getting lost or creating en 
error plus reducing processing time. Since requisitions 
for material represent a major portion of the AAA's work 
load, an integrated system is more desirable then one 
divorced from the supply system. This point applies to 
other activities such as Naval Stations and Navel Air Stations 
with a Supply and Fiscal Department as well as applying to 
supply centers. 

Another disadventage of Project SNAP is its effect 
on the NAVCOMPT position within the Department of the Navy 
erganization. The Comptroller has two official titles: 
first, he is Assistant Secretary of the Nevy for Financial 
Management and, second, he is the Comptroller of the Nevy. 
This places NAVCOMPT at the secretariate level in a staff 
position to the Secretary of the Navy. in this position, 
the Comptroller has power over major commands to force 
utilization of the standard system. The problem is, ne has 
not used that power and, to prevent "stepping on someone's 
toes," is now proposing to manage the entire system under 
his own field commands. The Comptroller should not manege 
anymore field activities. This could jeopardize his high 
position in the Department of the Navy and could lead to a 
down grading of the Comptroller position similiar to that 


in the Army and Air Force, 
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meCeCTNALILVe. OO). won 


The preceding discussion is not intended to be 
eriecical of NAVCOMPT., HAVCOMe PR 2s cuccessfiully ende@vored 
to define the problem through internal and extsrecl resources 
ana should be commended for doing so. wWhstever section is 
taken must rezlize the benefits listed by NAVCO.P: as 
attainable through Project SNAP. 

The biggest problem in arriving at a workeble 
Pomc rOmers POlItical Withiaevhne moor commands ana MAVCOMPT. 
jw e s om = 9 e ° 
Mne situation was expressed oy Peter Drucker in an article 
published in the Weshineton Post on February 2, 1969. In 
Coalswertbicle he states: 

Modern rovernment has hecome unrovernsble. There 

Me noes Overnnent LOoday thetscames . cClein contromon 
its bureaucracy and of its various srencies. Govern- 
ment efencies sre all beconing sutonomous, ends in 
tnemselves, and directed by their own desire for power, 
Enci@eOWn Nerrow Vision retijer eiaa Dy tae national 
policy.9? 

This may be a bit strong, but is the best explanstion to be 

Poeund for the mejor commands resistance to NAVCOMPT's 

efforts to standardize the systen. 

NAVCOMPT can reduce the problem at less cost ond 
Without causing a political storm by piecing themselves 
Biloser to the AAA's, Mr, Alfred P, Sloan, Jr., past FPres= 


ident of General Motors, had a similar problem in the 


pemlyebocO’s. Mr. oloan learned from experience tnat 





7Peter F. Drucker, "Rx for a Sick, Flaboy Govern- 
ment," Weshineton Post, February 2, 1969, p. B-4. 
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uniformity was essential to financial control. One of his 
immediate task, after taking over es President of General 
Motors, was to strengthen the accounting organization 
(centrally and within the operating divisions), and, to 
institute standard accounting practices throughout the 


organization.+9 He accomplished his task by the principle 


of duel responsibility for the operating division comptrollers. 


The comptrollers were responsible to both their division 
general manager as well as the comptroller in the central 
office.tt Just because this arrengement worked successfully 
for General Motors does not imply it will work for the Navy; 
however, the idea does have merit for consideration. The 
Navy system is weak and in need of a shot in the orm. 
Shoring up the system must provide for a better line of 
communication between the AAA and NAVCOMPT. This fact was 
understood in Project SNAP. 

information on the size and specific operating 
characteristics of the individual AAA is nonexistant with- 
in NAVCOMPT. Staff accounting personnel are specialists in 
the various areas of accounting and are responsible for 
answering technical questions from the field ena updating 
the manuals as required in their speciality erea. For 
example, no one Knows: exactly how many AAA's there ere; 


how many people are employed by each AAA; the work volume 


1O~Aifred P. Sloan, Jr., My Years With General Notors, 
(New York: MacFadden-Bartell Corporation, 1965), pe 143. 
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Dieceacin Ni wer ew Or Capceorlaty Of Geen ALA; or, whet 
type internal procedures are used by the “AA's, Uxcept for 
NAVSUP managed supply centers, accounting ectivities must 
Gevelop all local operating procedures, complicte the system 
cCesign, and eee their own computer. 

A void presently exists in the ares of coordinstion 
wnich is needed to establish the integrated accounting 
system NAVCOMPT is responsible for developing, NAVCOMPT 
should fill this void with a small staff of personnel well 
versed in the operations of the AAA, The restora enc ce 
of this stasit would be: to establisn a contact in esch 
major command and each designated accounting activity; 

Bollect 5 fille of information on Gach 454; and to assist 

in the mechanization or hardwere update operations by providing 
knowledge learned from other activities with tine same type ADP 
system already in existence. This staff would serve as 2 
Hinking pin pulling the AAA's together. 

Another flaw in the internal NAVCOMPT organization is 
the lack of the systems approach utilized by the speciflist. 
Pore Cifort should be made to Shit te 2 total accounting 
system concept which would include designing system procedures 
for both mechanized and nonmechanized AAA's, ‘This would entail 
close coordination with the major commands so 3s to meet the 
needs of individual differences of the AAA's, More will be 
Seid On this in Chapter IV. 

PMiiesclumnacyemtt fo up to NAVCOMeT to take action to 


relieve the present dilemma. Placing eccounting activities 
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under their direct management is not considered the most 
feasible approach. NAVCOMPT has the power to insist on a 
stendard accounting system for the Navy; but, has not set 
up the framework to develop the procedures for such 2 
system or enforce its use. At the present time, it does 
not have the information in house needed to develop pro- 
cedures which would be workable. Therefore, it is thousht 
best to set up an internal staff to collect this needed — 
information and act as a coordinator to see that workable 


procedures are developed and put in force. 
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DISCUSSION OF PROCEDURE PROBLEMS 


Scope of Present Frocedures 


Format of procedures 

As stated in Chapter II, procedures are, for the 
most part, promulgated by NAVCOMPT manuals. For the sallote 
ment system, procedures for the AAA are found in Volumes 
II and III, These procedures are listed by function (i.e., 
civilian labor procedures are listed in Chapter 3; cost 
accounting procedures are listed in Chapter 5; and, the 
maintenance of allotment records are listed in Chapter 9 
of Volume III). Each functional area is covered in detail 
speaking to all the various situations which could apply to 
an AAA, The problem is to tie all these functions into a 
smooth system flow. It is the responsibility of each local 
PemiVity Go extract the procedures for each function into a 
total systems flow reduced to terms that the working level 
personnel can understand. This has been proven to be s very 
difficult task and beyond the capability of most AAA's to 
complete. The result has been a piecemeal system of pro- 
cedures for different functions which are not integrated. 
The AAA's have personnel trained in specific functions 


doing a certain task as described in the NAVCOMPT manual. 
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Lkivployees learn their oti jobs but h ve no iden of the work 

race ee g@eaeeCem ert Cicir Tele, woreers., IAVCOMLfLT meanmpesls 
nrc it slmost impossible to see the bic picture or to 
Pucire out howsedl the #Biece@ are supposed to fit together. 
This problem is compovnded by the high turnover of GS-4 end 
CS-5 clerks employed by the iAA'S to perform the eccounting. 
Bie iain result being thet most 28a"s sre “pressure shops" 
Sr eunder a SLUustion of moving frem one brush fire to snother 
MmailCn 6 One of Lhe ceuses iereeme employee low morale and 
eee Nigaecurnover rate, 

The procedures for Project PHILL, the implementation 


< 


of the O&ikNh portion of the Resources Lanagenent Sistem, were 
puolished in e@ paperback manual. This menucsl is sn imporove- 
mean over procedures for Che alloumeny syscem but still makes 
it difficult to see the big picture. Chapter IV of the new 
Menuel lists accountings transactions and how e-cu snould de 
posted to tne general ledger and other records tnroush the 
closing of the ledsers each month. However, it is still 
Hocking in the reports area by not making cleer noir the 
Pronsactlons should be accumuleted Tthrouzhout tne month so 


fi 


25 to be available in the correct format to meke the report 
in the most efficient manner. Under the circumstances of 
the new system, ell levels did a commendable job in the 
snort time frames allotted. The new manual, Finencisl “.an- 
esement of Resources, NAVSO P-3006, was published in Verch, 


1968 for the new system which was implemented on i July 


1959. Herein lies another problem. 
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Chanres to the procedures 
Implementation of Project PRIME on 1 July 1968 wes 
directed by the Depsrtment of Defense (DOD). ‘The implemen- 
ihatviOn Of Chanres on ShortynoOuguwce wis nothings new fo the 
Navy sccountingz system. The Neval Audit Service expresses 
mole PpOint when it stotved: 

Onesi actor whi€hwconvmipmees sisnificontly to 
inaccuracies 7nd inadequacies of the N-vy eccountine 
SySuCm 2S the epparenc. lac @omerprepDlannine, in-dequacy 
of field testing, and short notice for implerentation 
of new systems and procedures. This wes true back in 
1957 with the implementation of Phase 1 of accrual 
accounting within the Navy, and it is true today with 
the Resources Management System (RMS) 12 

Another factor which makes a change to the system 

more difficult to implement is the point that personnel re- 
sponsible for makine tne chenge do not fully understend the 
mechenics or methodolorzy of the present procedure before the 
change is made. Without this knowledge, the impect of 2 
proposed chenge cen not be predicted. Each AAA is resvon- 
Sible for interpreting the change and implementing it with- 
in his own locsel system. The Naval Audit Service attempted 
to obtain a feel for the problems activities were experi- 
encing in implementing Project PRIME. The results were vpub- 
lished in September, 1968, and revealed the following: 
Problems observed in submitting RMS reports: 


(results of sample to see if July, 1968 reports were sub- 
mitted on time) 


Report Number_of MEDOTTS 
Activities cubm{tted 
2168 (Detail) 24 3 
12 


Review of the Navy Accountine System, p. ll. 
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2168 (Summary) ly 9 
2169 ely ; 
2170 26 G 
Zale 26 2 
AUOZ au ee 


A, Thirteen out of seventeen machine prorrears 
needed for Project PRIME were not completed. 
(1) FMSO Oakland was preparing vrovrers for 
NSC*s and NRFC San Diego was preparin® prorrems 
peor NUNC Sen Diecou-wemiemi ork, 
(2) Other cetivities preparing their own: 
2, Prorprammers and accountinre personnel 
were not fomiliar with Project PRIME. 
ib.) Litvlewprep-m-tiloneprior to i July 
1968, 
c. Extended time to submit June, 1968 
reports. 
a. Slack «iment emer enone: ror me jor clain= 
ants (menacers of AAA's 
B,. Field level managers felt RMS reports were for 
hisher level rether than field level benefit; therefore, 
enthusiasm was lacking. 
C, NAVCOMPT allowed major claimants too much 
freedom in accounting and reporting requirements. 
(1) Major claimants have altered RMS_gso that 
centralized programming was not possible. 


This report again points out the paredox of the present 
Situation but it brings out the human element which has not 
been mentioned earlier. The accounting personnel in the 
field sre s forgotten bunch. There has never been such 2 
thing as participating programs which include these people. 
mmc enol difficult to understemdewny their reaction to 
Project PHIME hes been somewhat neszative. They h-ve been 
directed to implement =: very complex system in sn unrecson- 
able time frame. The selling job has been left to local 
supervisors who are not sold themselves, en beceuse 
very little effort has been made to sell ther. 

oe Department of the Navy, Office of the 


Comptroller, Report of Review of PRIME Reports for July 
1968, Report No. S00119, September, 1968, pp. 2-3. 
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The changes required by Project PRINE have exper- 
ienced problems Which can be predicted for any future change 
of large magnitude. Although this change was not internally 
directed, it points out many flaws in the present systen. 
The three organizational levels of NAVCOMPT, the major 
commands, and the field level AAA'S are e211 entengled in 
the change process. First, NAVCOMPT published the change 
without a knowledge of the methodology of the old or new 
procedure. It is; therefore, published in brosd or general 
termse Next, the major commands interprets the change and 
passes his interpretation and additionsl requirements down 
to the AAA's. The AAA then implements the change in its 
own system. Innis last step is the most crucial. This is 
the first point in time where someone must be concerned 
with mechanics. The change results in another piecemeal 
add on or patch to the present system. Few AAA's heave the 
resources to redesign their system each time a mejor change 
is to be implemented. In reviewing the end result, the 
change hes been implemented utilizing as many different 
methods as there ere activities. This is true because the 
basic structure or local procedures differ greatly between 
AAAts, A further problem is created because most AAA's do 
the accounting for customer activities which sre maneged by 
@ major command other than the one which manages the AAA, 
Because most major commands interpret changes differently, 
their instructions to AAA's differ. Each major command 


desires that reports from all its managed field activities, 
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the majority of which sre not desirnatedws an Af, be in 
the format it hes specified. The problem then i= thet re- 
pores received. for field secpry vies Whicnh@accouncing is 
performed by on AAA outside its command, are received in a 
mir terent foOrmaves Lneimeyorsconn-na then directs its field 
Sormand to request the Alife to submit reports in pccordance 
with its format. The 4/4 is then faced wits the »vroblem of 


Pialtbime OUcC One reporl in sSeveroimerormmacs 1n arniggttemp. to 
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please all the major commands having management aucvhority 
over the customer activities. This situstion rescnes tne 
impossible stege after ebout the second request for s de- 
2 t1ON. 
Local procedures 

NAVCOMPT delegates the responsibility for iocal 
procedures to the major commands which in most cases pess 
it on down to the individuel AAA, For mechanized systems, 
NMAVCOMPT states that the managins major command decides on 
the type of equipment and should provide the AAA information 
Seesimiler applications that may exist, WAVCOMOCT does 
require tnat new systems be approved by NAVCOMPT before 
being implemented, 

The truth of the matter is that, except for a few 
centrally programmed AAA's, the job of system desien erd 
implementation is left to the AAA, The history of mech- 


nizing accounting activities hes establishec s pattern 
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whereby the ADP equipment was justified for the supply or 


inventory control function. Assistance was provided for 
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Meena Zier vdicitUneCblOm only. ithe sccountin: function 
was added on to the equipment through the efforts of the 
local ADP and accounting personnel. Accounting was sdded 
ene Step atv a time as 4 patch on vo the processing® elreedy 
performed. The end result being a network of individucl 
systems rather than a neat integrated single source input 
system. Activities performed their mechenizins efforts with- 
out help from outside sources, even though in msny cases 
another activity had done basically the same job = few 
months earlier on the seme type equipment. This problem of 
a lack of sharing of idess or systems is not unique to the 
Pre Or JObee Nee John fH, Croxalieeinenis srticle “The ‘Iron 
Curtain’ cf Federsl Accounting," told of how two different 
governmental agencies, located only 2 stones throw eprrt, 
in Washington worked in developing an accounting system 
without knowledge of the other's pe pores ame ne. ert Lc ike 
he told of the advantages of both systems end how it would 
have benefited both sagencies to have shared in tne develop- 
ment of the new computer accounting systems. 

Because of this policy of requiring esch AAA to 
develop its own system, the job of standsrdization hes become 
more difficult. Of the questionnaires received, the only 
AAA's with any similerity in their job order structure were 
the supply centers under the Naval Supply Systems Commend 
who has placed these centers on = standard centre-l progremmed 

14 Sonn PeaonenedMan tne lron Curtain’ of hedersl 
Accounting,” Feders] Accovuntsnt, XVII, (Washington, D. C.: 


Federal Government Accountants Association, Merch, 1968), 
pp. 13-25. 
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system. The job order numbering system hes no compotability 
whatsoever. The only requirement is that the job order 
number not exceed twelve digits. Of those activities re- 
Divine TO ve wdMesctionndite,; sae 9700 Order numbers mange 
from five to twelve dirits with the digits having different 
Significants for each sctivity, with the exception of supply 
centers. There were seventy-seven different d2ts elements 
for the job order master record which were used «t one or 
more of the thirty-five activities responding, «.uch of the 
problem causing such a large number were different ectivities 
identifying the same element by a different title. Twelve 
data elements were common to all activities responding, 
although the elements were not found in the ssme card columns 
of the eighty column cerd, NAVSUP standardized the common 
elements and their location which still left the individual 
centers with enoush flexibility to meet local requirements. 
Role of the major commands 
The Naval Supply Systems Commend is not tne only 
mejor commend attempting to stendardize eecounting within 
their management authority ares. The Naval Air Systems 
Command, Naval Ships System Command, and Naval Ordnance System 
Command sare also working toward this goal. An even further 
step toward standsrdization has been taken by the Chief of 
Neval Materisl, the headquarters command over tne systems 
commands. The Chief of Naval Materiol hes directed that the 
Naval Air Systems Command adapt the Uniform Automatic Deta 
Processing System (UADPS) which was designed by NAVSUP and 


the system mentioned esrlier as being operationsl for the 
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elsht supply centers. In -~ddition, the Commander-in-Chief, 
Meee Pacific Fleet, is semeeing his tnree pscific @rea supply 
depots under the same system. This will plece over 40 per 
cent of the 1,043 field activities under san AAA which is or 
will be under the UADPS. 

Other major commands will soon have to establish s 
standard system for their subordinste ectivities. Whether 
or not they choose UADPS is strictly their decision. Al- 
thoush Marine Corps activities h-ve not been included in the 
scope of this paper, it is known that the Hesdqusrters of 
the Commandant of the Marine Corps is develooing sa system 
for its shore bases which is independent of UADPS. 

The UADPS la a big step in the right direstioen; 
however, even with the expension mentioned, it will cover 
less than 20 per cent of the AAA's, The AAA'S still not f 
included are mostly the smeller ones with ten or less custom- 
ers. The majority of these activities sre on a small 
volume with many located overseas. There is little hope in 
Sicht for a system which will include these sctivities. 

Kany are mansged by fleet commanders which do not neve the 
resources to develop a system for the variety of AAA's under 
their command, These are the activities hurtins the most 
from a lack of standard procedures at the AAA level. 
Outiocok for the ruture 
NAVCOMPT plans 

The only NAVCOMPT plan known is Project SNAP which 

Meoeeovscusscea an Chapter Lil,  Ehe possibility of Project 


SNAP being implemented in the near future is unknown. As 
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mentioned earlier, it is doubtful that Project SNAP will 
alleviate the present situation. It will, for the most part, 
put the CONUS field activities, which are presently customers 
of the larger AAA's, under a new NAVCOMPT AAA, 
Major commands 
Major commands will increase their efforts to 
standardize the procedures for AAA's under their command as 
the need for such action becomes more apparent. However, it 
is doubtful that they will develop systems which will be 
compatible with each other unless NAVCOMPrT stevs in and 
requires them to do so. Again the activities which will be 
in need of the most help will find that they are on their 
own. ‘These are primarily the smaller ectivities located 


overseas under the command of the fleet commanders, 
Recommended Future Action 


General 

The first point to realize is that most individual 
AAA's do not have the resources, either in quality or 
quantity, to design end implement a standard system. Even 
if they did, one could not expect them to design like systems 
without further guidance in detailed mechanics. 

The second point to take into consideration is that 
even though the size and operations of the AAA's vary, they 
could be placed in one of the three classes: (1) computer 
oriented; (2) EAM oriented; or (3) manual. Acceptance of 
this thesis could make it possible for three sets of oper- 


ating standard procedures which all AAA's would fit. 
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The third point to consider is thet there has heen 
a tremendous amount of time put into systems «lrendy in 
Selec omee eS DPS 1S =~eelocsic ex °mple and could be = Dig 
step towerd StendhrdiZmeemeomnputver oriented sctivities, 

NA VCOLPT seri on 

Pre NAYCOMPT Wwerespouesegelicn the organization 
recommended in Chapter III, they would heve on file the 
Specific characteristics of each AAA. Tlrom this point, esch 
AAA would be placed in one of the three operationsl cate- 
sories. The next step would vary according to category. 

Computer oriented activities 

Computer oriented ectivities represent the lergest 
problem because of the variety of ADP equipment installed. 
One solution to this problem is Common Business Oriented 
Langusge (COBAL). The programs would be completed centrally 
in COPAL so that any activity could convert the CODAL progsrem 
to the program language of the equipment installed through 
the compiler program deck, which is included in the softwore 
package of their own computer. It is reslized thst the 
SOrnL approach is not = tried and tested method; but, it 
has been proven workable outside the government to the degree 
mao it Warrants further investigation for this purpose. 

lt is recommended that the programming staffs at 
NRFC Norfolk and San Diego be expanded to complete the 
programs. NAVCOMPT would be required to work much closer 
with major commands to enable this system to work. The 


programmers employed by NAVCOMPT would have to work side by 


side with the NAVSUP programmers at the Fleet Material Support 
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Office in Hechanicsburs, Pennsylvania, and their branch 
offices in Norfolk and Oakland. Resources could «1so be 
requested from other major commands who would be ivorking on 
the same project independently enyway. 

Conversion to a strndard system could not be exoected 
overnicht once a standard COBAL system were develonvoed. 
Implementstion may best be accomplished at the time of =n 
Woeate to third or fourtieeence=riem equipment. This would 
be a2 matter for NAVCOMPT to decide in coordination with the 
re jor commands. 

The programmine aspect has been discussed first by 
essuming that the UADPS system is workable end acceptable 
for all major commands with AsA's having computers. The 
first step would actuslly be the systems desizn. The UADPS 
system design should be used as a starter since the work 
has elready been done and is well documented. However, it 
should be thoroughly reviewed by all concerned to insure it 
is workable under the wide variety of situations it will be 
feced with. 

FAM oriented sctivities 

The EAM oriented activities can best »e¢ nelpec by the 
shering of systems presently instslled. NAVCONPT should 
investigate to determine the activity or sctivities with the 
best system in operation. Assistance should be given these 
activities to document, in detail, their system so that the 
documentation can be furnished to other HAr. zctivities. The 
documentation should include wiring diarrars or centrally 


wired general purpose boards. 
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Procedures for manusl activities sare cveilseble in 
tne RMS manual but need to be expended, Aprerin, shoring of 
idéas,.hetween dimiloar ectivitiés vould Hé@ hélpful. Péxrswonsl 
contact between NAVCOMPT, major commends, ond field AAA's 
Will help to point out weak ereas requiring more detailed 
documentation. 
Desk procedures 
Individusl desk procedures for each employee working 
i tne accounting function is se2¢0a2 which few ectivities 
have been able to attain. For the more progressive sctiv- 
ities, the desk procedures are completed by the methods 
engineers working with employees. For activities without 
this capability, one method which hes worked successfully 
is to have each employee write his own. This method works 


best if supervisors five the employees 7-7 week's notice of 


the plan. Employees sre instructed to start with their input, 


list all processes applied to the input, list 211 checks end 
balences used in performing each overation, end «= detsiled 
explanation of the output. Employees sre requested to list 
manual reference to steps which they spply. On the dry the 
employees ere to complete their procedures, the instructions 
are again given and they are expected to work only on the 
procedures until they have finished. The procedures sre 
collected at the end of the dsy, are typed in the rough sand 
returned to the employee to check. They are then given to 


the supervisor to review. Any questionable points are 
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discussed by the supervisor and the employee. The proce- 
dures sre then typed in the smooth with one copy fiven to the 
employee, one copy to the supervisor, 9nd a copy pleced in 
the central file. The employee is given a folder for the 
procedures and his position description end is instructed to 
keep the folder in his desk so that procedures cen be up- 
dated when required. This helps to set employee particips- 
pilomematcea SOUrCe fOr SoOeods 1d6asjuand Paves a complete file 
of desk procedures, 
Resources required 
NAVCOMPT, the mejor commends, end the field ectivities 
are herd put for personnel resources, The fundine picture 
is extremely tight with no relief in sieht. Any improvement 
to the present system must come from available resources. 
The additional programmers required will cause a cutbsck 
somewhere else in the NAVCOMPT organization to meke funds 
available for this purpose. It is hoped this is possible. 
One extremely talented resource available to NAVCOMPT 
is the Naval Audit Service. An article written - few years 
aro by Mr. T. A. Wise mentioned the changing role of the 
professional euditor.15 The big CPA firms have expended 
their services to include management consulting. It mey be 
possible to reduce the requirement - thet eech ectivity must 
be audited once every three yesrs to once every four ye2rs - 
in order to free some of the most experienced cuditors to 
assist in the effort to improve the accounting system. 


Lop, A. Wise, "The Auditors Have Arrived,”". Fortune, 
November, 1960, vv. 151-157. 
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One other possible resource is the Fanpnower Validation 
mesic tl One 4 deavotec ome ides 12s not worlted to the 
derree that it was hoped for. These resources could be put 
to hatter use on A manaive Aacaunting Syrartam Improvement 
ror main . 

Even though the Navy is in austere fundin~ climate, 
resources could be found if the need for imvrovin: the vres- 
ent system was considered as 2 high enough priority by top 
manszgement in NAVCOMPT. The tesk of going to the sid of the 
AAA and strengthening the entire Navy accounting system is 
possible, but does require that everyone involvec in the 
system adopt the goal of total system improvement and co- 
operate with NAVCOMPT. The bigszest hurdle to reechinz this 
coal is the major commends. Each major command hss sccount- 
ing systems and procedures personnel who would heve to join 
forces with NAVCOMPT; thus, abandoning the autonomous or 
independent course they sre now followinzs. If 211 the re- 
sources of NAVCOMPT and the major commends were to join 
forces to ettain this one common gosl, it would be accom- 


plished. 


The Totel Systems Anprocch 


The discussion up to this point has lrereely been 
toward the improvement of the accountinz system zs it exist 
today. The Peat, Marwick, Livingston and Company report 
points up tne need for 2 broader improvement program. The 


report states: 
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fhe accounting system can narrowly be defined as 

Se HOdyeet wi sc ipl iimeemucemmiQues for accumuleting and 

reporting repetitive financial information. At this 

level alone there are numerous improvements in pro- 

cessing techniques, detailed procedures, forms design 

and elimination of redundancy that could be mede in 

the present accounting system. Concentration on this 

aspect of the accounting; system alone will not provide 

SOluclonsevewlie Ciilumelems MOLed above, hovever. Only 

if the Navy accounting system is considered in the 

context of the Navy's overall financial manasement 

processes cen these criticisms be addressed.t 
This statement is heartily endorsed, The tesk of achieving 
a total financial management program seems almost unattsin- 
able at first glance. But when one examines the progrems 
inbeing and the possibility of intergrating these programs 
into one, the task does not seem as great. NAVCOMPT should 
act as the coordinator in the development of the total sys- 
tem and should teke advantage of the various sub-systems 
already in existence. For exemple, a starting point would 
be the UADPS Supply and Accounting System, the Information 
System being developed by the Chief of Navy Material, the 
Afloat Supply and Accounting System developed by the Neval 
Supply Systems Command, the Afloat Consumption Cost and 
Effectiveness Surveillance System (ACCESS), the Meintenence 
3M Program used both afloat and ashore, and the PML Developed 
Programs for partial mechanization of the Navy Budgeting 
Process and Appropriation Reporting Mechanized System. 

The need for a total system is evident. An sarticle 

by A, T. Spaulding, Jr. describes a typical problem oriented 
approach which identifies the position the Navy finds itself 


in today: 


L6pest, Contracts cunMmer ) epee 2. 
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While Phere ere cerct“inly some Witr-ctive fer- 
CUPes Ol Lite DTOOLG or memuca eappro-ch, it nas the 
faa Ol Gite. ieee Ol Cre2cing i “p-tcrniickiwe-siti- 
BelLOyl. 9 eres remot sorcenes up the vie- lk spots 
in the overeadl syster. When this approesch is used 
ions enough with no ettempe sat basic or totel system 
desirn, syetems incapativility ueuvedily ocours. The 
Vorlous Syeeens clu um cCUMULli: across efch ovner. 
this creates duplication of effort, decrease: effi- 
ciency, in short, increases costs. 


Mr. ODsuldines goes on to define the total systems concent 


wy) 


an epproach to information systems desien that con- 
ceives the business enterprise as an entity compos2a 
of interdependent systems and sub-systems, sttempts 
to provide timely and accurete management information 
which will permit optimum mansrement decision masking. 


18 
An article titled “hanagement in the 1980's," 
written by Mr, Harold J. Leevitt and Mr. Thomas L, Whisler, 
describes the functions of manegement in the 1980's under a 
totel systems concept which they saw ss the system of the 
future ten years aro. tl? Based on the promress in the first 
ten years toward 9 total systems concept, their prediction on 
management in the 1980's will become 5 reelity in the 1970's. 
The importance of the development of 5 total system 
can not be overemphasized. This approach can reverse the 
eutonomous tends; whereby, eech major commana is becoming 


an end in itself rether than all pulling together for the 


good of the Navy. To successfully develop such a system 





i7A, T, Spaulding, Jr., “Is the Total Systems Concept 
Prectic2l?,"” Manecerent Systems, ed. Peter P. Schoderbek, 
(New York: John Wiley and Sons, Inc., 1968), p. 150. 


18Tphid. 
19Herold J, Leevitt and Thomes L. Whisler, "Menare- 


ment in the 1980's," Harverd Business Review, December, 1958, 
ODPe 41-48, 
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requires the cooperation of the whole Naval establishment. 
NAVCOMPT needs the pull of the position of Assistent Secre- 
tary of Navy (Financial Management) to bring the major com- 
mands together so that the needed cooperation can be attained. 

This is the magnitude of problems NAVCOMPT has be- 
fore it. It more than has its hands full in the area of 
systems development without attempting to manage field AAA's 


completely as is recommended by the proposed Project SNAP. 
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CHAPTER V 
DrsCUSslOwOrre > OR TING PROBLEMS 
General 


In the Naval Audit Services's review of the Navy 
accounting system, it was noted that over 500 recurring 
reports were being prepared by Navy activities to meet re- 
porting requirements existing from within and outside the 
Navy <0 This figure represents the totel number of reports 
suomitted by all types and levels of Navy activities. It 
does not represent only those reports submitted by accounting 
ectivities; however, it does point out the fact that little 
or no control is placed on reports. All major commands may 
initiate a requirement for ea new report and often do so with- 
out an investigation of the reports already in existence. 

The Naval Audit Service reviewed about 100 out of the 500 
reports to determine: what use is being made of the reports; 
if continued submission was justified; anc, if the reports 
could be streamlined to reduce the work loed of tne submit- 
ting activity.<L The task proved to be extremely difficult 
because in many cases recipicants could not de determined. 


However, the review did recommend that thirty-one reports 


20Navy Accounting S stem, Peo 27. 
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either be eliminated or reduced in frequency of submission.<¢ 

The review discovered many reports were required 
because of the recipicant's desire to have the information 
available to answer questions which might occur. Other re- 
ports were required to report the magnitude of a problem 
area. This type of report is normally required at the pesk 
of the problem but the command placing the requirement on 
subordinete activities fails to cancel the report after the 
requirement has disappeared. It is easier snd less risky 
for key personnel in a headquarters command to require 3 
new report than to cancel an old one. The reporting activity 
seldom questions the need for reports for fear of offending 
a senior command. Consequently, many reports are submitted 


that have outlived their usefulness. 


Standardization of Reports 


Iwo problems exist in report standardization. The 
fmirst problem is the standardivzaupien of reports so that all 
funds are reported the same no matter what their source. 

An example of a lack of such standardization is the present 
dual reporting system of allotment accounting for prior 
year reports and current fiscal year reports for all annuel 
appropriations other than the O&MN appropriation, which is 
reported under the Project PRIME phase of the new Resources 
Management System. Therefore, the AAA's sre currently sub- 
mitting reports under two separate and distinct systems. 


The second problem is to enforce the use of a 
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stendard form once it hes been est#=hblished by NAVCOMPT. 
Thirty-nine per cent of the AAA's respondine to the question- 
noire reported that they heve been requested to oroduce RMS 
reports in formset adifgerent from that directed by NAVCOMPT. 
Many other AAA's produce reports in sccordsnce with the 
directions of their menazing heedquerters commend insted of 
in the standard format prescribed by NAVCOMPT. 

Another problem exists in the design of st-ndord 
forms. Even though reports are standardized, they dupli- 
cate information submitted in Boe stendard reports. One 
example of s duplication is the informstion submitted on 
the monthly RMS report Operating Budget Expense Report 
(NAVCOMPT Form 2168) and the Facilities Meintenence Cost 
Analysis Report (NAVCOMPT Form 2150). Reports ere desisned 
to provide information for 2 narrow scope rather than being 
for the totsl system whereby one report could provide infor- 
mation to many different high level commands for more thsn 


one purpose, 
Complexity of Reports 


The management reports required by the new Resources 
Manasement System, NAVCOMPT Form 2168, NAVCOMPT Form 2169, 
and the Facilities/Equipment Cost and An=lysis reports sre 
extremely complex reports. They require the sccumulsation 
of detailed cost accounting information plus feeder infor- 
mation from the customer activity being reported on. In 
the majority of cases, the individual eccounting activities 


are expected to design the procedures to accumulste cost 
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PeCOUMUING str OrmeciOm eoroucn a) job order structure. 
Diere 1S NOesusanasretzatriom or the job order structure «nd 
the methodology utilized vsries tremendously between AAA's, 
The average number of job orders est*«blished per customer 
for those activities responding to the questionnrire is 
522. However, this number varies between AAA's from 3 low 
of 30 job orders per customer to 2 high of 23,240. In many 
c-ses the reports are inaccurate and submitted late. This 
situation will not change until the AAA is given some -ssist- 
ance. The reports are so complex thet the design of pro- 
cedures required to set up the accumulation syster to meke 
the reports exceeds the capsbilities of the personnel re- 
sources of the AAA, 

Another complexity problem exists in understanding 
the reports once they h-ve veen prepsred. Custuorer ectiv- 
ities have made little use of the management re,orts for 
this reason. The feeling, in the field by AAA's end customer 
activities alike, is that these reports are desicned for the 
use of mejor commends and provide little or no useful infor- 


mation needed at the field level. 
Time Frames 


The response to the questionnaire pointed out che 
difficulty AAA's have meeting report due detes. The respond- 
ents spend an everare of 20 per cent of the total man-nours 
available each month on end-of-the-month reports. Financial 
reports are due to the recipient no later then tne thirteenth 


of the month followings the month being reported. HMMs 
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monigement reports sre due on the fifteenth. Forty-eight 
per cent of the AAA's respondins cut off 7n -ver-ere of 
three Working dsys early on meterial documents and five 
working dsys enrly on public vouchers in order to meet the 
due d-tes. Major commends ere quick to reprimand subd- 
ordinate ectivities which ere late in submittins reports. 
any HAa "Ss find the situation impossible.  NAVCC.LPT direc- 
tives require reports to cover the entire month vseing re- 
ported and major commands are very strict on enforcing 
compliance with report due dates. The ectivities which do 
cut off early have found from exverience tnst reports cen 
not be prepared in the time -lloted without the use of over- 
time. Most of these ectivities are semi-mechenized whicn meens 
thet the documents ere vrocessed through the ADP fecilities; 
hovever, extensive menuesl effort is required. For ex-mple, 
all expenditure listings received from date processing 
must be matched manually item by item with obligotions. 
iis ise very Lime consuming process. ifter e211 listings 
nave been posted and the ledvers closed for the month, 
each type of expenditure must be’ balanced with ~-opropri- 
ation reports submitted by the Stores Return Yrencn to 
insure 2ll items heve been received end posted correctly. 
An adding machine tape must be run on outstendins oblire- 
tions or unfilled orders to insure the file bDaisences with 
the firures on the ledgers. If overtime is not allowed due 
to insufficient overtime limitstion or funding, these 
activities are faced with the decision of whether to violate 


the NAVCOMPT directive preventing early cut off or to skip 
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ene or more oz the viel steps in document processinr or 
ledver brlanciny. Experience has proved that violeting the 
early Cuc Ol fea@ireceivemmourure feogccr hermful of tne two 
alternatives. 

The end-use accountins process is the end of . long 
mine Ol OpChevlonce te wm oOlves anventory control, Gaeta 
processins, and inventory or stores sccounting. iy problem 
Or backlog in these srens c=uses deley to the input of the 
end-use accounting section. It often takes 2s long ss five 
or six working days to push end-of-the-month documents 
warough sll these other operations. The sttitude of hizner 
level suthorities has often been one of "don't bother me 
Pecueune tetei bs juste perv Laeer pore ian on tite, It is 
true that the procedures utilized gre not always the most 
efficient but they lack the personnel resources iocaliy to 


redesign and reprogram the system. 


The Exvenditure Reconciliction Report 





One example of how reports come into existence ond 
how they 2re used is tne Expenditure Reconcilistion Report 
(NAVCOLPT Form 2036). In 1959, the Nevy wes criticized by 
the Government Accountine Office (GAO) for the crowth of 
undistributed expenses. An undistributed expense is one 
which hss been paid snd reported to the departmental or 
heedquarters command; but, hss not deen charred off on the 
ledser of the end-use activity by the AAA, It supposedly 
represents a backlog or nesligence on the part of the AAA 


in posting expenditure documents to their end-use fund 
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resources ledrer,. 

The disbursement system is orrenized so thet sll 
expenditures sre either made by or reported throurh ° Nrvy 
Rafienrl Finense Centar (NRFC),. The sea60untines information 
on each supportins docunent is vey punched daily by the 
meGe se or NEPC’s, “LTheviniormmation is processed -nd printed 
out on 2 HAVCOMPT Form 634 which serresgates expenditures by 
type, activity, and AAA, The NAVCOMNPT Form 634 is matched 
with the supporting document and mailed to the 4AA, NAVCOLPT 
hes establisned 3 standard of five deys from the dete the 
disbursement is mede to the date the NAVCOMPT Form 634 ond 
the source document is meiled to the AAA, At the end of the 
month, @ summary of 211 disbursements mede for ecch elliotment 
is sent to the Depsrtment:1 Accounting Activity to show whet 
disbursements heve been mede for the month. If there wes no 
time leg sat all in the process, the summery of disbursements 
mede by the NFC/NRFC's should agree with the finencial 
statements (NAVCOMPT Form 2025 or NAVCOiPT Form 2170) the 
Depertmental Accounting Activities receives from the AAA, 

Any difference is listed es undistributed disbursements. 

The Reconciliation Report (NAVCOMPT Form 2036) is 
then prepared for each allotment or operating budget by the 
AAR, The NAVCOMPT Form 2036 is completed after the finencial 
statements are completed and must be mailed to the Dep-ert- 
mentsl Accounting Activity by the lass dey of the month 
following the month being reported. The NAVCOM?. Form 2036 
is 2 reconciliation of the NAVCOMPT Form 634 received from 


the NFC/NRFCts and the ledger. The NAVCOMPT Form 2036 
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indicstes expenditures which sre listed on the NiVco.pT 
Form 634 and not posted to the ledrers or expenditures 
posted to the ledger but h-ve not been indicnrted on » NAVCOMPT 
Form 634. The totrl undistributed expenditures indicsted in 
the NAVCOMPT Form 2036 should exeree with the undistributed 
amount which the Departmental Accounting Activity arrived at 
by compering the summary received from the NFC/NRFC's and 
the financial reports received from the AAAts, Tre NAVCORPT 
Form 2036 also indicates the curmuletive totel smount of 
undistributed expenses and the month eech wes first reported 
as undistributed. The ASA must take action to clecr these 
amounts If they ere known to 0G erroneous or to request = 
NAVCOYPT Form 634 from the peyine activity if the «mount oe 
been listed es undistributed for three months. The NAVCOMPT 
Form 2036 does not correct the situation; but, does require 
the AAA to reconcile so that corrective ection c-n be teken. 
The AAA's have submitted the NAVCOCMPT Form 2036 on time 2s 
required; but, have failed to continue the process by taking 
the needed corrective ection. The NAVCOKMPT Form 2036's sre 
completed on the last dey of the month which mesns the AAA 
personnel must drop the follow-up action that the report 
indicates should be taken to start the end-of-the-month 
reporting process for the next month. The AAA is required 
to list whet corrective action has been tsken for undis- 
tributed smounts over three months old; ovv, this re- 
gQuirement h=s done little to solve the problcr. 

Three Departmental Accounting Activities were 


foetccunin the Washington, Ds. sare=s to determine what was 
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Gone with the NAVCOFPT Form 2036 when received «+ the 
dep-roeTentad Pevel, In Bll three activities, the NAVOCMPT 
FORM 2036 was sent to Data Processing to be included in a 
monthly analysis report. In esch c7ge, only one figure weg 
mised On the NWAVCOMPT Form 20360: the undistributed expnend- 
tures for the current month. This figure wes included in 
Bae onalysis report sions with tne firure received es total 
expenditures from the NFC/NRFC's snd the smount of expend- 
uGure es reported on the financial stetements received from 
ee  ieec, elnis mane ysis lieping tells Pf eexpencitures ond 
unGistributed exoenses sre in sgreement. Nothinre wes done 
with the sgingz information. Since the AAA is the only 

Zoe Toman eonacan bFAKG ACULOM«so reduce the undistributed 


expenditures, the only action ea Departmental Accounting: 


mOulvilLy —cCOuldmetoke is to send e letter to the 4-4 directing 


them to do the job which the NAVCOMPT manuel hes -lrecdy 
directed them to do. Therefore, the only rerl purpose for 
sending the NAVCOMPT Form 2036 to the appropri-te Depert- 
mentel Accounting Activity is to prove th-t the AAA has 
analyzed the situsetion as required. It is simileor to = 
meoecner requiring Students to turn in their hometork to 
prove that they hsve done it. 

If the intent of the NAVCOMPT Form 2036 were 
followed, there would not be an undistributed problem in 
the magnitude it is todsy and there would be ro need for 
it to be forwarded to higher authority. A review of the 
undistributed situstion from 1962 through 1948 is shown in 


Chart 5-1 e 








Piscel Denvartment, Accountin«, ‘limekeenines end ?’svroll Divi- 
sions, Naval Supply Depot, Nechanicsburg, Pennsylvanios, 
1966, Budget and Standard Number 412-8, 





Pero GIL. EO Tee Pot ae — phe A 
Ya Dis 3UR ches TS Ol Wit ee ea) Gi 
_ 30 June hee oe- Dist aed “CS Ie Cwme oe 
(4) iN THOUS: RDS) 30 June 
(# Ill TiOUSANDS) | 
C2 16,752,570 00,3 36,000 10073 | 
is ~ o Si 
1963 21,087,701 113; 15,090 30375 | 
1964 202851 ,975 1111/4 120,900 315% 
1965 19,692,643 105% 1.5%, 00 39 5/0 
ae 5 
1966 ZonOuL, 791 123; 53C,0600 1, 416% 
1967 26, 9757059 uh 754, 000 1,934% | 
1968 30,431,499 162% 1,451,000 3, 0193 aa 
22¢ srovnt at end of Fiscal fear 1962 is used es = | 
“ese for measurement of chengse in sunsequent yesrs. | 
ea from the Snalysis of Undistributed Disdurse- | 
ents Fiscal Year 1962 throurn Second Quarter Fiscsl 
rene 1969 Report dated 20 February 1969, preozred by 
Project Manegement Division, WNAVCCIIPT). 
| 
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reporting system has not solved the problem. The Navel | 
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prepared at 211 AAA's, These figures show thst it cost the 
Navy over one half million dollars per yeer just to complete 
the NAVCOMPT Form 2036 which, as stated earlier, is only the 
starting point for solvine the problen. 

The Navy has recognized the point thst the present 
system is not working. SECNAV INSTRUCTION 7301.14 of 26 
March 1968, called this problem to the attention of the AAA 
and set forth revised procedures for reporting expenditures. 
The revised instructions direct the AAA not to close its 
mOOKS On expenditures until the fourth day of the following 
month so that more expenditures could be processed end re- 
ported. Evidently, the fect that half of the ALA's were 
aslresdy cutting off five days early to meet report due dates 
Was either ignored or not known. 

The SECNAV Instruction did not try to determine the 
problem with the present system; but, merely plsced more 
strict requirements on 2n slreeady unworkable system. The 
results one year after the publication of this instruction 
proves that it wes ineffective. 

This situation shows the lsck of communic~tions and 
understanding between NAVCOMPT and the AAA's, The undistri- 
buted situstion will not get better until assistance is 
given the AAA's in local procedures. The “AA's are forced 
to spend their time in processing documents and m-king re- 


ports. There is not sufficient time left after these mejor 


tasks to clear undistributed expenses or valiaste outstanding . 


obligations. NAVCOLMPT can reprimand these sctivities every 


month for not edequately completing this task but the 
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meprimand Willi Mey procuce seeults. Zhe upcisetributed 
SeeeiscS UUctmeetl errs leaccr priority Cem procecsing 
Soli-tation Gocuments ana main; reports. leVCUMME h-a@ been 
aU tel fOPamOusrceliging that the present repor inf re= 


quirements will never produce the desired césnlts. In dis- 


Sesine wuae problem with the incivicdual woo vrotc. the 


nn“ 7 


ar) Best 


orizinal procedure requirins the NAVCOMPT Form ? 
scated that ne was not cvisare the procedure wes not wor’ ine. 
ie receives no feedback once the procedure is written ~«cd 
pieced in operation. He hxc not seen the Navel Audit 
cervice Review of the Navy -«ccounting Syster issued on 
Smee 196, 

Ace rcCeOmcn | 1atronesysvcmmciould be stuciedtironm 
peor eeuO Pitisi GO deverminewe beLuer process. “nS vest 
MicmeorrecOoncliile may be a0 tie time Che rin-nci-l reports 
ere prepared. the followins questions should be studted in 
developing a new epprosch: 

1. 18S totel reconciliation necessary? 

2. Can 2 mechanized system be developed te speed 

the process? 

3e Should expenditures be reported in different 

format to isolate the problem sre2s? 
Bnother point to consider is the megnitude of the present 
peobwem. From the firures in Chart 5-1, Sc sppeers tht 
PMemmcnougs undistributed disbursements ere ~rowing, it Ts 
questionable whether or not the situation is ss critic7l as 
NAVCOMPT states. For exemple, when the #$30,431,'-99,000 is 


divided by 252 working days per year, it gives <n esverage of 
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$120,760,000 disbursed dsily. Dividing the $1,451,000 un- 
distributed by the daily averzge of 3120,760,000, it indi- 
cates that the total undistributed expenditures represents 
12 working days of disbursements. The totol undistributed 
expenditures represent 4.8 per cent of total disbursements. 
It is understood that undistributed expenditures ere °t 
their lowest level on 30 June; beceuse, of the sedditional 
time given the AAA to close the books for the yerr. This 
sdds strength to the fact that more time is required to 
prepsre end-of-the-month reports so that they reflect 
actual transactions for the month. At any rate, it io 
difficult for key personnel st the AAA's to be enthusiastic 
about solving the undistributed expenditures problem when 


Pomupabineg 1c co other problems they ere facing. 


cummery 


The causes of the reporting problems sre merely 2 


carry-over of those found in the procedural srea. There 

is a lack of central control of the number end contents 

of reports which would produce a standard reporting system. 
The AAA is rushed to complete the reports in the time 
allotted, thereby, placing little emphasis on the quselity 
or validity of input used to make the reports. The fect 
that AAA's use such a varistion of job order structures 
Getracts from producing a standard report. If the recon- 
mendations listed in Chapter III and IV Were initiated, the 


reporting problems would be partially resolved also. Again 
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PiewneocCd LORE = vOuelt SYSLEMS wppro-=cn looms 
PuMeSOLUCLOWmEO boc problem With 2n incre-sc 
tion, shsring of idees snd problem solutions 


teres pS Oecu see the saert run. 
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CHAPTER VI 


PisCuootoueor OHA —ROBLENG 
ev lew or OU Se NG lhe Ub mea) Ons 


The problem of velidsting outstanding oblisstions 
hes been with the Navy since the time oblizstion ccountings 
was first conceived. The task of matching esch expenditure 
Hele =orecescsea With an Obligstion is a difficult one; but, 
<n important one. If the expenditure is processed without 
Mulder omene OO ISSLlOn, tt resulics in reducins the funds 
evailsble two times for the ssme item. NAVCO::rT directs 
that obligetions will be valideted on 30 June eccn yerr end 
2t jesst two sdditional times throughout the fisc-l1 yeor. 
Invalid obligations sre the most repetitive discrepency 
found by the Navel Audit Service in field esudits of eccount- 
ing activities. 

ine task of validating outstanding oblisecions is 
Pact acult, time cOnsuming, and requires tne close cooper-= 
stion of Receipt Control, the customer activity snd sccount- 
ing personnel. It involves checking escn obligestion docu- 
ment which is over ninety days old with the Receipt Control 
Peceiomsoue1ne SUppDlLyYing activity to see if their records 
indicete if the item is still outstending. If Receipt 
Control indicates the item has been received, the investiga- 


tion must then determine if the receipt document h-s been 
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processed end charged e@gainst the appropriate allotment. 
Pie ws@erci Te@reuie CeCetpoe cocinent enteils revicpange pest 
MeecOris froWmen cic Gave of Teceint. If the itenwexs pur 
chased, the Search wnthile finding the peid voucher iwhich 
Pico iveomemieetcewCiulimevO une £imeonce office Tor cooles, 
Determining whetner or not the item hes been recaived is the 
6esiest part of the process. Finding the exvendicure is 
Poemiest Aili lculeeend Vitel torinsume thet tne item ws 
eraepc. once, Listings of outstanding oblications are often 
mimes sent to the customer activity Tor verificetion if 
Boca | = proccaures Call tor the customer activity to receive 
neater is | OLrecu. 

tomeromleneor OUuLeLAnainomoalieations, or unfilled 
orders as they ere now called under rroject PRIM2, mey 
are eco teimiimt  cColmicar 1970 9 i wie snifts to zccruel 
Boeouneime.  lovwever, if~tne end-use syster does shift to 
eccrual accounting, tne problem will only snift to tne Navy 
Stock Fund which trill be required to oblizste stock fund 
money instesd of end-use money. 

Although the Navy Audit Service has continued to 
meprimnend acCcounvine activities over Che yeers for heving 
excessive invalid obligetions, neither the Audit Service nor 

ne NAVCCMNPT procedure section hes attempted to luprove the 
oresent procedures. Such possibilities -s sampling tech- 
mICVeaGwor cenceling a1) obligstions at tne close of the 
fiscal year may be feasible but heve never been suggested 


or tried by these people. It appesrs thet vnen 2 


ee re NS, ay A 
NN ES NN a ee A RR fe NE ei GD ES A A EE EE LE A OT ON eC IT CT TT 


PT ee ee 





66 

Giserepencysis reporves With this reguleritywend frequency, 
Poewoulc pewecicerly spparent Chat the field Sccounting 
Peviviules Meea a cveucer procedure to solve the proplon. 
NWAVCOMPT ection has bean fZimilar to that of the undistri- 
buved disbursement problem which is to add policin;; direc- 
tives on tov of policins directives to enforce the present 
orocedure. 

Of the activities responding to the qucstionneire, 
Pl per cent Stated thet the time spent validaztin= outstending 
oblizations was time well spent. However, 30 per cent of the 
BevivVivlLes @lso Stated tnat it Wes an impossible txsk to 
complete properly. The activities responding spent en 
average of 3.6 per cent of the totel men-hours aveilable 
mer monen on validation of outstanding obligations, All 
felt more time wes needed to do a petter job, but the lack 
Bieresources prevented the allocation of more time to this 
Aree 

The best solution to the problem is soun’ day-to- 
Gey procedures for the processinz of expenditure <ocunents. 
This again comes back to the need for intecrs2tcd stand -rd- 
ized local procedures for the ASA, Validation of all obli- 
gations is feasible with ADP equipment if the supply «and 
financial systems are integrated and compatible, The fact 
Pemagins that this is only @ possibility if MAVCOMPY? and the 


major commands work together toward atteining this goal. 


Cus lOMeGe lO lOmeCLIVicies 


Tne average customer field activity res oa comptroller 
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with a small staff of three or four people. The comptroller 
maintains memorandum records which duplicste to some derree 
the records maintained by the AAA, These records cre 
designed to provide unofficial figures on fund ststus which 
fill the time gap between the date the trensection takes 
place end the time 9a report is received from the AAA denoting 
the trensaction has been recorded on the officirl records. 
The comptroller reconciles his memorendum records to the 
official records maintsined by the AAA esch time 3 report 
is received by the AAA, NAVCOMPT does not stipulste the 
format or how extensive the memorandum records snould be. 
They do recommend that these records be kept to 2 minimum to 
be used only to fill the time esp between the trensaction 
Gate and the date it is reported back by the AAA, 

The frequency by which the AAA reports the status 
of funds to his customers varies. The following informstion 
Summarizes the reporting frequency of those ectivities re- 


sponding to the questionnaire, 


CHART 6-1 
FREQUENCY OF REPORTS PER CaN, OF SeCerVITI Be 
KESPONDING 

Once per month 783 

Twice per month 2.2 

Three times per month Dell 

Weekly Bee 

Twice weekly 340 

Daily Sali 


OOniO 
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Tne miniruwd number or types of reports subritted +o customer 
"ecivilics lm fomenor more copies of the renorts @eimi seed 
LO oN jermatcdomtcyeplus some cvype Of loc-1 report”. listing 
Sigeees Dy jew Order. Of the sctivities respo:.dmy.. to the 
Miestionusire,) 70.0 per cent Ssuomit additional resorts over 
mors imi Cen tnelr Customers... Lhe majority of thes: 
Reveries are Generated by dats processing -rd cave more cdeteil 
Pa laserecna Cost =cCcounting informavion. 

The reletionship or repport between the AAA ond its 
customer activities vories; however, in meny c-ses tnere is 


SOc TOr COMmMUMUGroILD On, UNC CrStTand ing, “nd cooper-tion., ine 


+-5 


merson=) relationsnip =G this level is most impors-nt. 
PithOueh the questionncire did not specificclly :quest 
mar Orm= tion -s to the reletionship With customers) meny 
accivities commented on the Isck of knowled:ce, over deoend- 
ence and uncooperative 2ttitude of customer activities. 
This is a oroblem which con only be addressed locelly. 

The Nevel Audit Service has been critic’ i of the 
Brovwthn of the memorandum records meinteained by customer 
ectivities. They state thet this situstion couses unnecessory 
Pol ic=btion of records #nd covers up =ny shortcoming of the 
BAK such *s inaccurete end untimely reporting. The customer 
Bemlvivy tes DUR tess “nd less trust In the velidity of the 
BAL reports by increcsiny his own record keepin~ ceprbility. 
Poilerecriviclcmere directed ot the eustomer <ctivity for 
exnendine their memorendum records and to NAVCC. PT for not 


svecifying what memorendum records should be kevt. The 
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Sr TroLcltanwecentarnorc VoOlLiad aceainst TAVCO..PT tren it does 


Premios CUNemeem ror lor Olwrae field activity. If no system 
PoeDrOvIdcd ume umecressive compuroller is ¢oln co ettenvst 


eO collect end analyze ali the information possitie to en- 


hance his command decision-making processes. flso, Heavy 
MeeieaGLOlus 2d Various public laws set forth venzlties for 
over expenditure of allotted funds. It is, thereZore, under- 
standable and should be expected thet eech commencing officer 
Tere tbeic SL@ps FLO ansure Ne has Cinely end sccurate infor-= 
meson Off Fae Stetus of Lis funds. if the system does not 
provide ror tois need, it is bredictable that he will develop 
the capacity within his own command to provide it. 


Denartmentel Accountine Activities 


12 


Departmental Accounting Activities ere the sctiv- 


0 


Mites UlausDeriOrnm the SaccCouUnvLIng LPunction for the mejor 


commands. These activities receive tne reports rendered by 


wie 44's for fieid activities under their mene-erial euthor- 


tate 
A 


the information contained in the finencial reports 
received from the 44A's is consolidated end reported to tne 
Mevy Pinence Center, in Washineton, D. C., which reintzins 
the central books of the Navy for NAVCOMPT, 

the major commend does not alweys perforr its own 
eccounting function. For exemple, NaC horfolk snd mae 
San Diezo perform the departmental eccounting functions for 


CINCLANTFLT and CINCPACFLT, respectively. Also, the Nevel 


a 


station, Washington, D. C. perrorms departmental accountings 
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foretie GMC Wit teu-ctlin= 2s the ANA for forty fid== -ctiv- 
totes, lie G@eeerurent-1 accountings for the system Lormr-nds 
under the Chief of Nev-l M=ateri2zl hes been consolic:-te- 
under thé Newel M-terirl Commend Support Activity (MMC). 
Poo meCOMsetiGe tod 8c nes Merit Dut h-s not been -s 
BuCcescugyee sell sould h-ve been: amecin, due to the -uton-= 
orous “ttitude of the Systems Commands. 

[fo Ouauieworoolems Found in) the ¢2u.'s “iso =ooly 
to che Departments! Accounting Activities, -lthough to - 
lesser degree since they are smell in numver c-nd iess stv: rved 
for resources. The reporting of the Dep-rtrent:1 Accounting 
Pecivities to the Navel Pinsnce Center, Weshinsrton, D, C., 
Me rore Susmusrcaized Chan tne reports silgeitted >: the Aak'"s 
Moutne Depertmentcel ccounting Mctivities., E-ch DepsertrenteL 
PeecOunving 2ctivitcy is responsible for its own intern-] pro-= 
eecures cnd ADP prozr-ms. 

Peoniecctmonnr envisions pl~cing the dep-rtment-1 
mecountving function under 2 NAVCOEPT man-ged NIFC or Narc. 
iis Deruleommeet ero ject SNAP 15 not only fecsible but niroaly 
mBecommended. @nis section would be = big steo towrrd stend- 
erdizing reporting from the AAA's to the depr-rtrental level. 


However, it will receive opposition from the m- jor comm-nds 


and msy never become 2 reality for this reson. 


nie Naval UGG. cervice 


The Navel Audit Service perfor s the internel -udit 


mune. on for the Navy. Vole sfome CO Moantain ~ stern eewor 
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cu 
independence throurh the organization link to the Assist-nt 
Secretery of the Nevy for Finenciel Nenesrement. The Audit 
Service performs the followine types of -udits.2 
Service Wide Audit 
This type eudit ex-mines > problem -ffecting some 
serment of the Nevol est-blishment. It studies the problem 
Mime iOleCmOreiwaoo) b=. Selecued 2=coiVities “nd oresniz-tionel 
levels throucrhout the Nevy end/or Merine Coros. Usu-lly 
these problems cre of major significence ond heve san irpsct 
on one or more espects of resource utilization. Tne service 
PCerecudtoeis Normally conducted by sll six ere- -~udit offices 
end coordin=ted by the Auditor Genersl. 
Reztionel Audits 
Regional audits ere similser to the service wide 7zudit 
except they are limited to one region end conducted by 2 
Sincle ares audit office. The regional audit ex mrines sa 
Single problem at several activities contained in th-t rezion. 
2 ee ival yee, le: fre 
The ectivity sudit is conducted +t some 500 WN-vy end 
Merine Corps *ctivities on either °- continuous or periodic 
nesis, depending on the size of the -ctivity. ‘The periodic 
eudit is presently conducted on e three year cycle. The 
continuous sudit of the large ectivities, such ¢s Naval Air 
Stetions, Supply Centers, or Shipyards, also tekes *bout 


three years on 2 continuous basis to complete. Findings are 





255, K, Auerbach, Captain, Supply Corps, ynited 
States Nevy, Address to Officers enrolled in the vevy 
° e fl r F . Ries a va 
Greduate Financial Management Progrem st the teor-e wWrsn- 


V4 


PvommUnisersroy, Washington, D, C., 25 WWrren 1709. 
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HivCiy 7, oe peumecaiy nor the “auditors have attended on one or 
more occasions.©? 

The Navel Audit Service is the most dynomic cond 
innovative sexment of the NAVCOMPT ormenigzetion. These 
ambitious recruiting snd training progrrems are peying div- 
idends. The service can be of great help to the AAA throusch. 
the periodic audit if the audit is receivecd with the proper 
attitude by the AAA. The relationship should be one of 
openness and of seeking help rather than of attaining the 
moOSsc aLUrsetive report. 

woemoud lt reports sre not Ucilized in their fullest 
cepecity by the major commands or the procedures side of 
NAVCOMPT. Disérepsncies uncovered by the suditcrs shovid 
provide s feedback to personnel responsidle for writing 
procedures. When the same discreprncy is noted st s wide 
EoMecwOltmecolyities 1t should indicete that the vrocedure 
should be thoroughly reviewed end changed. Pest occurences 
of bors see has merely set off voluminous nasty 
Pollcineg Girectives accusing all activities of not following 
the procedures as written. Little or no thougnt sppears to 
be given to the possibility that the procedure msy be the 
core of the problem. Unfortunately, the audit service does 
not presently heve any role in procedure writings or stend- 
aradiZecrion. 

The Navel Audit Service was criticized by the Pest, 


Marwick, Livingston and Company for not penetrating tne 
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problem sufficientiy in it’s report on the Review of the 
Navy Accounting System, 39 This criticism mey heve some 
merit; however, the sudit service aaee sa eacn situntion 
as it saw it even thourh it was being criticnl of the NAV- 
COMPT orseanization. The review was generally -ccepted by 
Peat, Marwick, Livineston znd Company, and it is wholehesrt- 
edly supported by the questionncires received from the AAA's, 
Unfortunately, there is little evidence of the implementetion 
of the recommendations of the report. 

The role of the Naval Audit Service is to provide 
an internal audit promram for the Naval establisnment. One 
important function of the internal audit report or the out- 
put of the audit service is to provide a feedbeck in the 
performance of the system. The output is provided, but it 
is not being utilized to measure the effectiveness of the 
eystem. the back of utilizstion is evident by the leck of 


appropriate recommended corrective action. 


20Peat, MeQitmoaereounmaryeu Ds L— 1. 
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CONCLUSIONS 


Tne Authnorizetion &ccountine Activities Gt the 
Poulic=ulOn Of @eae e2ccounvings svructure for @ez.c -.- we Sitore 
foe pli shnenu wee. Comolinooime tne Orleins! bockssof entry, 
posting labor, and materiel chergees for the drily operetions 


oa 


Gums emcuacvoner escLiIVilLiecsS maine tainencisl reports rendered 


by the AAA are consolidated by the Depsrtment:1 Accountine 
Activities snd the Navy Finence Center, Weshinzton, D. C., 
for submission to the Depertrent of Defense, Cure-u of the 
Budget, cnd the Tressury. The finsnciel end ren=renen 
reports sre used in budget vrep-r-tion end review, send for 
Bae evalustion of performance of manerers st the field ead 
depertmentsl level. These reports pley 7 vit-l role in 
managing and controlling of the Navy. 

Exeminetion of the internal operations of the AAA 
Meewindieetea Little similerity in procedures wuilized 
even though alll Stert with this seme inputeend produce 
nesrly the same output. The resson for this wide veriety 
is the policy requiring esch ASA to develop it's own locel 
overating procedures. This policy h=s crused esch 444 to 
desien his own system independently resulting in = non- 


SU meets ro cemp Lois policy hes slso ignored ,.the growing 
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complexity of the system end the use of ADP equipnent, which 
has pushed this task of system development end design seyond 
tne @€Fproilities of the personnel resources av7im@ ble -t 
the AAA. 

A few major commands heving menegement resrsonsitility 
over one or more AAA's heve recognized this probler end hsve 
desirned snd progremned ADP systems to -ssist the AAA. ‘These 
Systems have integrated the sccounting function into txe 
poval losictlc or supports program. The only drawback is 
that the major commands are developing centrelizea systems 
independently which still leaves the eccountine function 2 
long way from the go2l of being stsndsardized. 

NAVCOMPT's proposed solution to this problem is 
Project SNAP, If Project SNAP were implemented, “AVCOhM-? 
field activities would perform both the dep*rtnenvel end 
field level accounting. This plon appears to be fecsisle 
end desirable at tne deprrtmental level; however, it does 
not appesr es attractive at the field level. One draviback 
for imolementing Project SNAP st the field level is the 
separation of stores 2nd allotment, or operstinsg, budget, 
BecOUnviIng. Accounting should be included in the total 
logistics support package at the field level. New systems 
snould be total systems requiring only one input to issue 
mesterisl or pay employees, upd-te internel records, ne 
produce required reports. Segmenting esch process is not 
as efficient and is more complex. 


LeoWGOretewoulLa pe better edvised to act ss 2 
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COOTU LA UUCr se tcUmme ee ior COrnmnds “nd their ficld i's, 
Se-ne rd Operztin- procedures should be develoved by BAVCORET 
and represeny tives 0: the major commands for comisuter 
oriented, EY orientec, “nd menucl AAA's, Tnis Would He o 
hen Tine Oone Clmy “Kitipesour FO Tive yerrs to céPpicra 
im tne short-run, NAVCOLPI should collect dstr fron e-a 
mei on ibs operations, machine Cappbilities, voLwre caer’. 
personne! status, and problem srees. Once thie infor#e@cion 
mo received and scuivitlies sre c=terorized by ADP crpehility, 
Pe CC leenoulad =cu eso> yoc=] point. directin-” =cvivities 
Miimeciiit tom problems tO work Out SOllucions torzetner or for 
one activity to take -dventosce of 2 solution employed by 
cnother rctivity which hes experienced the s-re vroblem in 
tne vest. WAVCOMPT must work closer with m ior somradnds in 
developing = standerd system which 211 c-n live with. oUnce 
the system is developed, varistion should not be sllowec, 

the recent past has proved thst standard systems «re met with 
resistance from develooment throvgh implemers:tion but are 
workeble end more efficient once operetion-1. 

The ALA's, teken es a whole, are not performing the 
quality service in terms of accurate, timely, 7nd complete 
reports which their customer field ectivities or the head- 
gu=rters, buresus, or offices desire. The service rendered 
py the AAA is deterinting rother than improving. Field 
ie Vit eeeosm= re TeXOond Ine wend plecing morc relisnce on 
@cror-naum records 2nd the mejor commands ~re settling fox 


incomplete inform-tion. The AAA's have been victimized oy 
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tne 2rowul Of > Complex system and complex /.DP equipment 
[VOM gem tiemeec © SS 8C2 pe bilities of their oimn personnel 
POMwocegerwme ue Lo Eicse incrosses in corolezity, JLVCG.2? 
2 Oo eee 1S ile Pee oO 7odu;cte resomeces’ To 
Meqvide So°nderaized procedures for the B@z's from = cen- 


moms eco source.  JAVCCRP! wuse teke tne le-d as the coordie 


ep 


™acvor and supervisor of the development of tHe procedures to 
Mesure umd orniuy, Ine situevtion is icss then satisfactory 
MO mate  COnbInuG Lo decline until a2 iraejor sccounting 
ve el lOrOVemeay DProcrer 1S Inivleavea to rever@s This 


trend. 
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APPENDIX I 


ie f 
January Zz ; L909 


Deer Sir: 


4 


2G D2Yrc (Ofamy Work ctowerd PFulTilIs Clee tcov c= 
menvs for s Master's Desree in Susiness Aci inistr- tion in 
one Nevy Pinencisel Lanagedment Creduate Pro;ran zt seor®e 


vasnineton University, 1 am underteking © survey of the 
mecsoumeesecnGd locecl overatin=s procedures of -ucvhorigecion 
Accountine Activities. This survey will provide needed 
ifiouL vO My Tesesrcn project wnose purpose is so cefine 
the role of ene EUthneorigetaon ee a BebLivicy am 
eccounting for end-use funds issued to Nevy shore Activ- 
molecowe ot 1S hoped Chav this project will idenvify the 
iajior VrOoplems experienced oy =sccOountine ectivities in 
meetinz the incre-sing demends or the mejor clcizsents 
issuin~ the operstine budrets, V.VCOKPT, snd tke Comp- 
Puellems of tChercustarer field -ctivities,. 

You ere requested to comolete the «sttzcnea ques- 
PVOMmmoteerond return it in the enciosed sel: -~daressec 
envelope ~s soon -s possible. The informetion recuested 
frlb yet 3 de used officislly; cCherefore, the opinions 
-iven should be your own besed on your personel experience, 
Constructive criticism and/or sussested improvements to the 
present system are encourssed,. Your reply will not ve 
divulsed or referenced ee Pi COSC TChi peer 
fe oie wGmyOuUr Wrlbeensapproval. 


Your #ssistance in this survey is ere: tly 
appreciated, 


Sincerely, 


James W. srown, LCDR,SC,USH 
5807 Dawes Avenue 
Alexendric, Vireini-s 
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SO eo ee TCO ZTICN ACCOUNTING ACTIVIPIES 


ok 


heme Of MEtTIViIty: 


Ps oO NE 
Rank/Grade of Fiscezl Officer: 
Renk/Grade of Assistant Fiscrl Officer: 
Renk/Grede of Supervisor of the Cost & Reports Br: ncn: 
(or equivalent organizationel component perfornin” end~ 
use -ccounting end prepsring menesement reports): 
Number of personnel in Cost & Reports Brench: 
(Averere number onboard): 
Appropriation & Control Job Orden &@ Reports Section 
Section (Maintains end- (feinteins JO files <cnd 
use accounts) makes reports) 


oKS 


In your opinion, is this enourch people to complete 
assigned tasks? 
MeanotweniUmocmectOmeraaes Of —-Gaitionel personnel 


requirea: 











AUTOMATIC DATA PROCESSING (ADP) 


Are Autometic Data Processing facilities available’? 
(lf ADP facilities are not available, move on to nex 
section), 

Meri ecturer snd. Fyne Of Central orocessinm unit: 
Per cent of totait ADP time eveilavie aevoted to pro- 
cessins fiscal work: 

{s ADP progremming eccormplisnhed by your activity? 
Pec lt wleml tt FO, enianrte an Cxistin-e oroe@ren Or to 
heve a new program written?_ 

Are distributions and reports produced by the Data 


Processins Deprrtment timely end sccursate? 


ee re ee Se oe 
ee 






rie 1Ob, 6x) Las: 








In your opinion, could more fiscal work be processed by 
ADP equipment if the equivment and procrammince time were 


evyollable? 





If yes, in what areas: 











WORNKLCAD INFORMATION 
Number of Fiscal Yeer 1969 Operating Budasrets end Fund 
Resource Ledgers moaintcined: (Do not include 
individuel reimbursable accts.) 
Number of Fiscal Year 1968 Fund Resource Ledser Accounts 


(One per BP) mainteined: 





Number of Fiscal year 190y Keimoursable Orders received: 





SSS LL £2. OSS a _ nae eS, — aah 


i Ne 


Avernare (estimated) number of new unfilled order 
documents processed monthly: 

Averere (estimated) number of public vouchers processed 
MOmMGiat vs 

Average (estimated) number of expenditure documents 
(NSA & Interdepertmentsl charges) processed monthly: 
Number of Fiscel Year 1969 job orders presently in your 


active file: 


Pee Oa ae 
WoccmyOuUmaNOrme [620 require yOu TO CULL Off prior to 
the last working dsy of the montn in order to meet 
report due dstes? 
If yes, rive number of days: Material Documents 
Public Vouchers 
Estimeted per cent of totel labor hours expended in the 
Appropriation & Control Section devoted to preparins 
end of the month reports: 


Estimated labor hours per month required to prevere the 


Expenditure Reconciliation Reports (NAVCOMPT FORM 2036): 


Number NAVFAC Management Reports submitted: lonthly 
Quarterly Semi Annuslly Annuelly 
Estimated number of man hours devoted to NAVFAC 
Menagement Reports: lMonthly Quarterly 

Semi Annual Annual 

How would you rate the quality of the NAVFAC reports 
prepared by your activity: Excellent. Adequate 


Poon 





VoOnvVOuUmere ecm our CuUatvOoler “cUlvities with any revorts 
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ROrity< 
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other then those requirtéa oy hirher + 


=e 


d 





If yes, pleese list: 





How many times per month ere you ebdle to notify 

customer activities of nis up to date belance of 
unexpended funds? 

Have you been requested oy any customer sctivity to 
mocizy tne format of any of the reports required by 

P 3006 to comply with special requirements of the 
customer activity's hesdqusrters commend? 

If so, please list customer activity and his needquerters 


commend: 








feed OU UERS 


In your opinion, sre instructions issued by higher 
authority concerning changes to existing procedures or 
implementation of new procedures edequste? 

Do you normally receive sssistsnce on intervretation or 
Cl=riric2y10n of Liese instructions 2 


LirisO ner Pom. WHOM: 








Do you think NAVCOMPT could do more in estebdlishing and 
standardizing procedures for the Authorization Accounting 


Activity? 





Li vsO Me Waeteares:s: 
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MISCELLANEOUS INFORMATION 


Estimated sverare number of mon hours devoted per month 
tong iene OuUlLStonadin= Oblis@ections or unfilled 
arders: 

iti VOoureepinlon, 12S this Velidstion time well spent or 
do you believe it is almost an impossiodle tz-sk to 


complete properly? 





me 2se 2ist a Semple job order number under@our loc-] 


Suructure gd) expiain the meanine® of esch Giese: 


t 
—_- 





Pie ielGEmCo rn HON we lo CNe =CCOUNLING TUunction given the 
commend attention and support necessary to accomplish 
assigned task in the best or most efficient m-nner: 


ii “HoOww cx Dee in: 








Please list the deta elements contseined in tne Job Order 
Mester record on the form provided on p-re 6, 

Pleese list any other informetion which you think 
necessary to provide 2 better understendinge of the 


PaewlenewOl wen .uLnorrzavion Accountine Activity: 








B: it is understood thet some of the informetion re- 


PMesvedewiihi, be Gifficully bo obtein. If it is not 
fesasivle to obtein some of the requested inform-tion 
pleese either make en estimste or leave the quescion 
Dl iWiGlne SUCCESS OF THiS project depends on your 
Sonplecvinewas much of the questionneire as possible 
and returning it promptly. Thank you for your 
assistance. 
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APPENDIX II 


RECAPITULATION OF REPLIES TO QUESTIONNAIRE 


PERSONNEL 


Manuel Activities: 
166 on board 
16 short (9.7 per cent) 


BAM Activities: 
49 on boprd 
9 short (18.4 ver cent) 


Computer Oriented Activities: 
578 on board 
52 short (9.0 per cent) 


Hove olimeesecLivitLes: 
793) 0m DOsrd 
Paes errel oO, /emer cony) 


AUTOMATIC DATA PROCESSING (ADP) 


Breakdown of ADP capabilities: 
7 maenus.l 
3 BAM 
25 Computer 


Types of Computers: 
Bquipment Number of u.ctivities 


IBM 1401 
IBM 360 

IBM 1410 
UNiVAe Tau 
MORE sas 
UNIVAC 1050 
BUR=R-263 
BCA 3301 
IBM 1460 


= ON CO 


PIP HP Pisa 4 


{ 


ON 





Per cenu Of btoOuen NDP Tine @vell-ble devoted to 
meecessin® [iscee) worl: 


Per cent IMRwerwor .eulLvi tLes 
GO-89 2 
Oe 2 
60~69 by 
50-59 Z 
4O-49 2 
Om? 3 
20=29 6 
10-19 p 

O- 9 a 
MEAN; 40.44 per cent 
PLO ies 35 per cent 


ie SP Promranming seconplished) by your <-ctivity? 


19 sctivities -nswered YES: 6 enswered NO 
5 of the 6 were under UADPS. 
Vise Vener bhe eet CiVicy. 


Memriecifiteoult tCOuct-n 6 <1 cr ebine pro Sor or iG 
heve - new progrem written? 


17 activities enswered YS: 3 snsvwered 70 


Are Distributions snd Reports produced by the Det>- 
Processing Department timely end accurte? 


19 activities enswered Yio: 6 -nsvered MO 
ay ieee} ’ , é TQ) ea £3 i : lo Roe ows 
In your opinion, could more fiscesl work be processed 
by ADP equipment if the equipment and pvrorr°ermins 
time were avail:bdle? 


PeeoObtyitLes =nswerea Yits 


3 answered 
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WORKLOAD INFORMATION 


1. Imnployees per customer: 
URepaieemp Gyees’ = questions 1, 2, 3, -nd 4, orre €O; 
divided by totel number of customer «ctivities). 


NUMBER OF ACTIVITIES 








Employees Menual BAM Computer LOTR 
ver customer 
Peas 549 1 0 2 5 
e50 - 4.99 0 0 Hl L 
#00 - 4.45 0 0 0 Q 
3.50 - 3.99 0 0 0 0 
. OOm= ms 59 i 0 2 3 
2250 = 2.99 0 0 Z 2 
2.00 - 2.49 ah Z 3 6 
Neer ee 1) 9S 5 0 6 9 
1.00 - 1.49 : 0 2 a 
po UL =e OG 20) i a. 
TOA T i S 2ty% 34 
MEAN Pea ie oo ee Ze 
MEDIAN yeh eo) 20 eed eal 


PT Onemac FiVivuweai1d “nou provide information. 


ae a A mam - 


eee ee 








2. EOB/Allotments ver enployee: 
(Totsel of worklonrd informetion from auestions 1 sand 
2, vase 61, divided by totel personnel, questions 
ioe Seone 4, pare 80. 
MUMS eea Or OCT ry iti rs 
HOB/Allotments Menual FAM Computer Totem 
ver employee 
Zr Omen 0 0 a @ 
leo. © a 19.9 0 O O 0 
16.0 - 17.9 0 0 1 aL 
12.0 ~ 13.9 O O 0 0 
10, Of=et 1.9 0 i 3 Ly 
8.9 - 9.9 0 0 be ly 
ore a 79 0 O ty 5 
ore) fa 59 Ab Q 3 by 
O naa 19 i 0 2 e 
TOTAL 7 2% Qui 33 
MEAN Ser 30 Heo 5 6. 64, 
MEDIAN 2790 6.30 e5 Crew 


a 


Iwo activities did not provide inform-tion. 
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wre ner eee ee . 
| qn meee 


3. Documents (in thousends) vrocessed per GP) 1o7 ee: 
OTOcc ieee te abions plus public vouchers pins 
Dil vimeemeeGghestions ‘', 5, cnd 6, nace 2, divided 
by total personnel - questions 1], z, 3, and 4, 
Dao € OW ) e 


NUMBER OF ACTIVITIES 


Documents (VUvuU Monvad FAT Cernater LO peal 
Processed ner 
imyloves 
Cyrex - 3.25 0 0 2 a 
3.00 3.24 U O il a 
eS 299 0 0 ak i: 
2.50 = 2.74 U : ‘ : 
Ce 29 0 @ a 4 
£290 ae Ont VY 0 0) 0) 
ee 3 SS O 0 O 4 
OO 1.74 U 0 0 0 
eee, 2) 0 0 5 5 
1.00 1.24 1 0) a 2 
075 YY U VU a Ce 
oo 7th a: 2 3 6 
2 ee te 7 2 0 Ly 6 
O- .24 meee ee oe ee 
TOTAL 6: 3 ZA ge 
MEAN et55 56 ioe 1,24 
MEDIAN » SAS Bic 1.19 oD 


(mC eeCCuIuT Ee TeoseQ I Nou pGOulaece 1 mbormation. 


REPORTS 


Ocean Our Wort 16a) require you Lo cut off prior toe 
the last working day of the month in order to ineet 
report due dates? 


el cal 


iwecieihes siswerea YES: 16 ensvered NO, 


2.604 working days for material docvments. 
4.85 working days for public vouchors. 
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2. Estimeced per cent of total lnbor hours expended in 
the Appropristion and Control Section devoted to 
prepsring end of the month reports. 


over 50 Ee 
45 - Ae a 
NWO — Ad Hl 
35° = 39 0 
30 - 34 3 
ec 3 
20 - 24 2 
15 - 19 5 
10 - 14 5 
5- 9 ty 

Oo- 4 eo 
28 


7 activities did not answer the question. 


MEAN 20% 97 Der .cenn 
MEDIAN 15 per cent 


3. Estimsted labor hours per month required to prepere 
the Expenditure Reconciliation Reports (NAVCOMPT 
Form 2036). 


HetnedworeConputation: 


Nunber of hours reported on this question divided 
by total personnel (questions 1, 2, 3, 2nd 4, paze 
80) X 168 hours per month equals per cent of total 
man hours available, which ere devoted to completing 
NAVCOMPT Form 2036. 


PEaeceENT NUMBER OF ACTIVITIES 
10.0 - over Lp 
9.0 a 9.9 O 
6 Ome Oo. oD 1 
ee ai 709 3 
670e= 6.9 a 
520 = 5.9 2 
4.0 - 4.9 2 
Bem 369 6 
POs. 249 a 
eg O eae 1.9 5 

O aa eo ae 

TOTAL 35 


4 


MEAN 4.75 per cent 
MEDIAN 3.0 per cent 


ocup~enEEyes"= «apceaune 22ers GE < eowqualensedese a Queenie wer -< OP GS “Pema Cee eee are® Greene neaeeweatwessea~een ase 





ne ee et et re ret ee 


oe 


je 


Gr 
es 


3. 


- -. <* aay ¥ fr : - A a te = * rs saatny- 4S fe a 
im Cre Or ae. Ver are Cae PSepOGVs Seovicccd : 
+ a 
(0) fee Bor ky Pees Teporkw cd 
-CD 


pee CUPLCRErcc 
@eC Cheir Own revorts). 


ee pene ee 


U@eCuLVicies 
Preece: lt 


i a 
Q) Ui eau oe ee: ‘. 


oy activities 88 Heports 1/77 ae 
Average: 20.14 Faen-Ulours per Querterl: 
See. 2 UeT, 
Our ctivicics iy {e00rts Bi 5 een 


or 


Average: 13.22 Man-"ours per Semi Annu 


AW WIUAL 


2 Activities 155 Heports PICO. Jen= 


Averavce: 13.97 MNan-liours per Annu-l Ee 


Quality of .uA.VPL.C Menazement Reports 


»xcCeLllent Adequate EY 6an 
9 Vi : 


Mo yOu provide VOUS CUSDOMEeEr SCtIVLULES <2. c. ym 
reports otner 


A> sCtivicvies answered YES = WO eetivicics 


is 


O 


Howey times per montn are you able to notif; 
PUseeOree sovlVLULeS Ol “Nis 
unexpended funds? 


ise HO iad Mien OF AC LEViyT 
ils 1: 
Z 5 
ae. Z 
Jeekly O 
twice Weekly a: 
Daily C 

Have you been reauested by cy customer ectivit: 


modify tiem Orne Ol any Of wune reports require 
P 3006 to comply with specic2 requirements of t: 
EvVstoner sclivicy G¢ headquer vers command? 

13 sctivities anstrered YES - 20 answerede NO 


Zo Cae ieee Cid BOL ensve> 


tnen tnose required by higher auth 


cls hepor sc 


~~ 


Boe yee 


Peraoteespe once of 


S 
Ge 
doy 
iS 





- ee es ee eee 


PROCGeDUR ho 
In your opinion, are instructions issued by nisher 
authority concerning changes to existinz procedures 
or implementation of new procedures sdequnte? 


20 Activities answered YES - 15 answered NO 


Do you normelly receive assistance on interpretetion 
or clarification of these instructions? 


20 Activities answered YES - 15 enswered NO 


Do you think NAVCOMPT could do more in estadilishine 
and standardizing procedures for the AAA? 


21 Activities answered YES - 7 answered NO 
7 Activities did not answer 
MISCELLANEOUS INFORMATION 
Estimated sverere number of men-hours devoted per 
month to validsting outstanding obliscstions or 
unfilled orders: 
echoed of Computation: 

Number of man-hours reported on this question 
divided by totsl personnel (questions 1, 2, 3, end 
4) X 168 hours per month equals ver cent of totel 
man-hours availsble which ere devoted to completing 
validation of outstanding obligations. 


Peo ei NUMBER OF ACTIVITIES 


re! 


Or NW EN WN) CO © 
J 
HM MW © ON) CO O 


a 


ere een 


COD FNONNHHEHW 


e ® e 2 @ 2 e e G 2 


MEAN 3.6 per cent 
MEDIAN 2.1 per cent 


In your opinion, is this velidation time well spent 
or do you believe it is almost sn impossible tesk 
to complete properly? 


gis ila olapenivemnpessor coilesiasoepraseesiarcoraes dszpeg immiagaaeen 


— a eee te ee ee ee 





31 Activities answered YES - 2 enstrered MO 
2 Activities did not ensuer 


10 Activities indicsted validstion wes slmost 
impossible to complete properl.;. 


3. din your opinion, is the -recountine function “iven 
the command sttenticon end support necesszry to 
accomplish essivned task in the best or most 
SLi act eonGedanier: 

22 Activities answered YES - 10 . nstrered NO 


35 Activities did not answer 


Buia OF JOB FORDER HUNBEPING S’STe Ss 
ca ee 


JReBER OF SAMPLE NUMBER BreeewaUTON Or 4C" DICT? 
HIG Lvs 
9 7S Dike 26 17-OPTAR CCDS; 9-FY; D1-F/SF 
Coa ez0=COSTILCCr 
9 D11C10000 D1 F/SF ChT; 1Clo COST Acct: 
Catiiinh TC Pees, > LSIiTs: 


00-JOB ORDER? CVIN-FLOW TO 
SHRIALIZS JCS Goes Mul eae 
ot=79 


9 DIIALO91A Di-S/SF CAT; 1A1L0 COST Acct: 
9 eae ils PeCale © iL ee CCUus re 
Cie as 


apa 90100001600 Oy eo ee Oiol Billie 
Ci INTER ¢ O IDENTIFIES TYPE OF 
REINBURSALLE - 0001600 
CUSTOMER ASSIGNS OWN SIGNIFI- 


CANTS 

6 200000 ASSIGNED IN PLOCKS TO 
CUSTOM ERS 

to 911410000000 99 FY; 1 DIZEC.; 1A10 cost 
ACCT; 000000 SERIAL 

7 96h1421 9 FY; GA FULD 'DF; 1421 
SERTAL 

6 9J0118 9 FY; J ADM COS=S; o1 cost 


CENTER ; 18 SHEIAL 


10 0220129419 QO NON NIF: 22 RESPC SIBILITY 
CoVTER: 0 COST CUNTHE: 12 
F/ST/COST i CCl age TDi. ttRY one 


IMBURSABLE; 419 NO RESTRICTION 
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ee 
19. 
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vy 
fae 9 


ee 


rae 
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eon 
27 « 
BOF 
2°; 
30. 


SQLE1L0U123 


002444000007 
400399 


191364504682 


Pesce 
ed ak sobs 


a) a. Ut 
Ge) aye 
a a 








A pCO wr SGLon 
Sub ea 
Operating 


Cnears 


Sues 
ee 8 Gao 


S ACYTIVITY: 9 Te: LE cost 


, Atak a ee 
te yes 9 \ oh, ban Plone bad it ola dade se) ole ? te 
LUCLL USe 

aes; eta eng a 

ae ce er OE : 

y Eee ; ve - Nese 4 ; - 

Ono) , ‘a7 or PN 
Neue sides ay oleate @ cont Neel yf J whe ¢ 4 Aa -4 9 cd Ne C3 
a “Hi Ai 7 TT 
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ape ete 1 Pte 7 = 


vay t }y ‘7 1 qs fe f~ 4 > yo =r fy — 

GOe Te - Ww ? D L _ ’ SOO? Soe 
, OWN. Anro 71> =F ine 
hy pene ale ’ OQ Ay 59 oP Malet eke = oad ; 0 t ohn 


 eTIVICY ; 


co 
/ 
x, ey 7 tr = 

i, ie Ae Lee Cae a 
ion 


> 7 ater a0 
= ' 
~ — y ie ew ae 
a myer Glare tay 
ey PS WF dk aoe 


6 SFC: B® cocr 4.cct:; o0l6se2 
SERIAL 


EV EWS 


ia 2's. 


“Sk Vystry ia! 
ds ws am i - so U ee 


Unit Identificetion Code (UiC) 


fear UIC 


Prima lami CS CLOn Older  Uime 


Job Order lumber 
Giese. conver 

Sub Cost Center 
Hmieclonal CAatezory 


Slo Umer 10ocs. Catecory 


Cost {Account 
Reimours2evle Code 
ete: LeceLerac 


l'rince 
HAVPAC Reports Code 
Piescal io 
Prior lis 

Dex eran 
OPTAR Code 
Control Code 
Fund Code 


te, 
ee 


Code 


Omen be 
Leave Acceleretion Rate 
Peeceilcrevion face 


Functional sccount Number 


Bureau Control. Number 
Allotment iiurrper 

Sub Allotment Number 
Job Order Cverflow 


PeOneruy CCOUNLING Ccivity 





WEP Task Code 
Manogement Code 

Task Assignment Code 
Program 

Work Area 

Date Established 

Card Code 

Lranseeu Lon «Code 
Expense Element 

five or Uriieo, code 
Line Number MOBIS 
NiVSCON. NSMSGES SS (Gas NAVGEC «CODE 
Plant ACCOuUntMelLass 
Racer Class Code 

COs Ces Oicelbe1D Ore 
Document Identifier 


Dur ft 13 
Overhead Code 
Post Key 
Exception Code 
serment 


Job Cost Frequency 

Holder Suffix Code 
Reimbursable Local Code 
iaigeriaiew Ort Unt Cont ro 
Pn eri sl ech Osw Comune 
Activity Code Number 
Reimbursable Work Order Number 
Sore Code 

Auxiliary Job Order Number 
Cancelled 

Equipment Cost Code 

ewer CR Code 

Customer Catergory 
Surcharge 

Customer Name 

NAS RMS Code 

NAS 3M Code 

eavesona No Cost 

imane sce lon ype 

Type Account 

Shore Activity Code 

Area Code 

State Code 

Account Code 

Object Class 

Cost Code 


Data Elements which should be standardized. 
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